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By nature of the profession, Aray leaders must be task
or mission oriented while at the same time greserving che
dignity of the soldier. This requirement-- to balance the
needs and gqoals of the organization with the needs and goals
of its 1individual members-- presents a challenge for Army
officers to continually develop their leadership skills.
The Army 1is unique in many respects when ccmpared to the
civilian sector of society. The concept of command implies
inherent authority over subordinates and, for the aost part,
no comparable leader-subordinate relationship exists in the
civilian sector. A rigid code of ethics guides military
officers in the performance of their duties. The battles of
Meuse Porest, Guadacanal, Ivo Jiaa, Pusan, Heartbreak Ridge,
Pork Chop Hill, and the Tet offensive exenplily the types of
situations which require the U.S. Arrmy to have leaders who
are stronqg aand capable,

The pilitary has traditionally provided the
fundamental leadership training for successful bLusiness
leaders. In fact, many of the techniques of leadership
learned duriug military service have application to
government and industry as well. In wmapy cases, these
techniques have boen modified and form the basis for some of
the mpmore influential *heories of leadership that are

currently available.
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Although the art of leadership bhas been practiced for
centuries, the systematic and formal study of these
processes is relatively new. Since World War I knovledge of
the leadership process has grovn considerably and nuaerous
theories that deal with the selection and training of
leaders have been developed. - In addition, specific
functions of leadership, such as the decision-making
process, have also been delineated. A solid foundationm in
the fundamentals of leadership theory and their
applications will prove to be invaluable in the subsequent
military leadership training which you will receive and,
most iTportantly, such knocwledge will enable ycu to develop
into a more proficient officer.

No single book can teach an individual hcw to become an
effective :eader an? this book is no exception to the ruole.
After extensive interviews witi many officers ia the U.S.
Aray, the aut.ors are in agrecesent that asuch of the amilitvary
leadership process is learned through experience. Hovever,
betere a nav officer asay benefit from these exgeriences, he
or she will need som2 type of osganized perspective from
vhich to evaluate his or her role as a platooe leader. *he
purpose of this buok is toe providse tuture silitacy leadets
vith a vorking model of leadership which will zllov thes to
gain a better uaderstanding and a qreater seasitivity to the
leaderskip probless which they will eacouater upon their

initial exposure to the silitary settiacq,
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The book itself is divided into four sections. The

first section serves as an introducticn to the general
problea of leadership for an Arey officer. The second
section represents a trteview of leadership theory aad
research vhich has been derived, for the sost part, froa the
fields of psychology, business, and military scieace. This
saection serves %o provide the student with a general view of
the systenatic study of leadership. The third section
presents the developaent of a general scdel of the
leadership process in formal organizations. This msodel is
not intended to be a resvarch tool with specific bebavioral
predictions. Rather, its primary function is to integrate
*he existing theories and research intoc 4 seaningful
perspective with «which to aore effectively understand the
leadership process.

The final section of the text is an exaaple of the
application of the ¢general model to the leadership probleas
faced by newly comeissiosed lieutenants in the U. S. Aray.
This section will provide concrete exasples of how Kkaowledge
of the developsental sodel of leadership may benefit the nev
lizutenaant. The exercises in the fourth section are
desigqoed to provide experiential iasight into the Dbasic
leadership skills vhich have been jidenrified to be critical
to the success of a newly cosaissioned officer in the U. S.

Arey.
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Ihe Ipdividual apd the Situgtion

We shall begin this instructional progras on leadership
by introducing several basic units of text agaterial which
cover issues and probless relevant to the study of
leadership by ROTC cadets.

In this section we shall talk about the groblem areas
of platoon leadership in the psodern Arey as revealed by tvo
years of study at several military imstallatioas. We shall
present current professional thinking in the areas of
individual personality differences, discuss reactions to
stress, and talk about rhe several practical aspects of
cosmubnication at both the one-on-one and the ssall jJroup
levels. ¥e shall come to understand hov counseling and
humsan relations become a part of the total picture of
leadership, and we¢ shall discuss various roles of the
platoon leader. These topics may (first agpear ta be
unrelated but, as you progress through the course, you wvill
see that all of thede issues axre ispottant for effective
leadevship. At this poiat in tise ve do not wish for you to

attewpt integratiang these topics. lastead, you should read
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each topic and reflect upon your own opinions or thoughts
about the subject. it may even be useful to keep a list of

questious which arise as you read this section of the text.

The sityatjop: Ihe Military Orgapjgzatijon

Going from the college campus to the silitary setting
can be excitiag, confusing, and yet one of the best
educational experiences a young person esay have in relating
hia or herself to a developing career. We shall first
preseat material vhich will allov you to better understand
just wvhere each of you fits into the ailitary orgamization,
Often, in attempting to understand your r[oasition in an
organization it is Dbeneficial to examine the historical
development of the organization and the positioa in that
organi:ation wiich you shall assuse. Thus, the starting
point for our course in leadership will be a brief look
backwvards ioto history.

Prom the time of the Roman Eapire, officer ranks
telated to class systzes. Coanmanders of coapanies and
regiments vere people with soney and influence because the
coamander had to raise and to equip his unit with his own
funds. ¥hen the United States Army was established by the
Constitution, some "class“ ideas were retained in teras of
the appointment of officers ("coamission®) by the President.
Over time, possession of property and eoney has becose

itrelevant as a qualification for becoaing an officer.




Pducation and training are nov major qualifications.
Ranks of today have evolved from past history. The

forebearer of the commissioped offjcer began vith the

American Aray in 1775 The warrant officer position vas
established in 1918, This otficer wvas raised froms the vanks
by virtue of his technical competence in a particular field.
The Secretary of the Arey appoints ¢the warrant officer.
While technically not in the same category as commissioned
officers, Congress includes the warrant officer in the total
officer corps since that “varrant® parallels the
respoasibilities and authority in many areas. The wacraa®
officer holds rank above the non-coseissioned officer.

NCO ranks date back to the Roman legirons. The KCOs
initially functioned as drill iastiuctors and 4as tactical
and adeinistrative assistants., NCOs are chosen and promoted
on the basis of desonstrated cospetence aud continued
performance. 1In effect, these people serve as agents of the

officer corps. They derive their leqgal authority froa this

source.

The professional officer corps norsally includes a
nuaber of "reservists%, They are a supplenment to the
"reqular* officer cotps and qualify for rank by selection,
education, and training. While on dJduty they normaliy
possess all the prerogatives and responsibilities of a
reqgular officer in thke same rank.

Given this vecy brief overview of the ¢€cremal officer
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rank structure of the military setting,

the BOTC cadet.
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Ihe Igdividugl: Ihe ROIC Cadet

Beyond one's career speciality in epgineering,
management, arts and sciences, aad other ateas, all ROTC
students share one cosmon thing-- a possible future carecer
iu the military setting. 1let us think of the preseat course
as one of the beginnings tor individual car=er development.
Perhaps few, if any, sitwatrtions exeaplify the beginning
stages of professional leadership more than the assigasent
of a new officer to the leadership positico of an Arasy
platoon,

The military setting is an agept of change tor
individuals enterirgy the otganization. One of ¢the first
things the nev otficer learns is that soldiers, like aost
people, have some hidden resenteent to beiag controiled. 1Ia
the :role of platoorn leader, the licutrtenant aus*t often
atteapt to change the behavior of other platoon sembers. A&s
you sell kaovw, people rvesist change for differeut reasous
and teact to chauge in differvnt ways., Oftean the resistance
to change is a reaction against the  distuption and
uncertainty vhich accoapanies chanyge. The enlisted
voluntwetr and the newly coseissioned licutepant both arge
eatering an unfamiliac eavictonwent filled vith formal rtules
afd reqgulations which may coatlict «ith inforeal methods of
accomplisbiag ycals. This eavitoreent fofces changes in
novly eateriag seebots, whethe: they ate calisted petsons or

officers. The demands for change lead te teelings of




uncertainty in the nev officer ané enlisted jperson alike.
It is no vonder that the platoon sergeant or varrant officer
is vierad wvith ave by the nevly cossissioned lieutenant,
These wmen bave l¢arped hov to operate in the wilitary
situation. They are, as we say, “organizationally mature".
Psychologically, the newly comaissioned officer faces a
difficult task in leading personnel vho know much sore about
the Atesy than they do. Platoon Lleadership is truly a
testing qround.

It is no% unusual to find cthat the nev lieutecant may
not be technically cospetent in eany of the tasks perforsed
by the platoon because he or she has had no opportunity to
learn the necessary skillse. The lieuvtenant vill also lack
kooviedge of saay of the informal structures and procedures
of the platoon, The military orqanization edy make "“good
sense” once one h.s experienced it, but it is Jdifficulr to
s@e “hovw® and *“why“ when one is making rhe initial changes
frov the peraissiveness of college life to the regisented
structure of the military. The altisate goal of this course
1s t& enable you o adapt to these changes and DbLecome an
effective leader in the U.S5. Atsy.

Specifically, this course is desighed to seet the
folloving gbiectives:

1) To stisclate your thisking about issves and

probleas crelated to being a leader in today's

Azey.
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2) To provire you with dn up-to-date feview of
the contewmporary approachkes and theories of
leadecship in the acadenic, industrial,
qovecnmental, and silitary science disciglines.

K} To provide an overall pmodel of leadership
applicable to the ailitary setting, with
particular attention given to the rlatoon
leadership position of the second lieutenant,

) To seasitize ycu to the types Of leadership
problen- taced by the newly cosmissioned
lieutenant.

5) To deéscribe the gkills required for eftective
platoon leadership; and to dllow you to practice
these skills in the classroos setting.

o) To orient you in personal and organizational
developacne of seadershap kncvledge aad
applicarions.

b)) To help reduce rthe asouat of time aand the

aumbet of misrakes which precede effectave plaroon

leadersaip.

-11-
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Rroblep Areas of Platogp Leadershis

The first topic we wvould like to introduce is the
problems a platocn leader may face when coasanding a
platoon. Many of you will fiud yourselves in this position
in just a fev aonths. Do you creally knov vhat you are up
against? Two years of iptervievs wvith hupndreds of persoans
froa all ranks in the Arsy have tevealed a wvide variety of
factors vhich may sake a lieutenant's job difficulz. Bany
of these situations have been incorporated into exercises
vhich you will conmplete in a later section of the tert,

At this point in time, we would simply like to present
you vith a saaplioq of probless reported in the two years
of intervievs. As you read each probles, thiank about what
you aight do to solve it. Even w@sore isportantly, ask
yourself if there is anything you could do to chaage the
situatios,

A cossoun probles reported by wmany licutenants vas very
lov sorale amosg theitr soldirets. In some cases, these
soldiers vere over-wvotked, putting in lonqg hours of overtise
ia the evenings and on weekeands. Soldiers were not given
the opportunity to leave itheir uaits to receive the traianiag
they needed £0f prosotios. The g¢good soldiers siaply could
not bo spated froe the unit. As a coosequence, =oldiers
often perceived cdemwselves as having 0o chapce O  be

prosoted cod bease frustrated and discouraged. la coatrast
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to this situation, other units i1n which sorale vas low vere
characterized by a lack of vork to be done. Soldiers wete
given “busy work® to occupy their tise or simply stood
atound for hours with nothing to do. These individuals saw
their jobs as being keaningless and vere hored. Agd what
about the morale of soldier; statiowed at bases surcounded
by affluent civilians? These soldiers see the @any beaefits
enjoyed by the vealthy civilians living around thee and yet
the cost of 1living in these areas is so hiqgqh that the
soldiers avnd their families can only live at a subsistence
level. what can a lieutenant do in this siruavion?

“hat do you do wben you discover a nuabker of your
soldiers involved in the raking or selling of drugs? Is
this only a syaptom ot one ot the wmore tasic probleas
discussed above? Certainly *his tvpe of probles or syaptoo
vill affecn platoor performance. As the platoon leader, it
is  your rusponsibility to io something *c cortect tlese
probleas. But wha® will you do?

You are coming from a colleqge envitoament; yous
soldiers ase aov, Many of vhe individuals you will lead
have a cultural backyround yuite differenr ftos youg owg.
Things that eorivate you to perfote well say have av effect
ou improving heit perfotsance. Even though you Rave the
tank of an oftficer, the zoldiers wsay bave li®tele of ao
tespect for vyou as choiz leader. The resistance to the

Ovdets you i3iue will often teflect tleip lack of Tespece,

-1)-
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How do you earn this respect? Do you need this respect or

can you rely upom your rank?

The list of questions could be endless and the list of
problems egqgually long. However, this shculd serve to
sticrulate your thinking about the problems you may encounter
as an officer 1in today's Army. Remember these are not
abstract or theoretical situations, These are actual
problerns which lieutenants face in today's Aray. They are
real probleas that deserve solutions. it is your
responsibility as an agept of change in today's Aray to find

the most effective paths toward these solutions.
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Personality and Indjividual Differences

#hen ve encounter problems such as alcohol and drug
abuse, AWOL soldiers, and cultutal differences betveen
leaders and subordinates, we begin to ask questions related
not only to ability and education, but to personality
differences -2s well. Some people who have feelings of
anxiety and anger direct their unhapginess inwardly toward
themselves. Others turn their anger outward, often toward
their immediate superior. We can derive some understanding
of the behavior of others by asking ourselves certain
guestions. How do you react to annoyances produced by a
friend in contrast to those produced by somecne toward whom
you feel somewhat hostile? How do you react to your own
self-induced frustrations versus those that might occur as a
result of Army rules and requlations? How do you motivate
others? Hiow do you hold up under stress? Just as each of
you will have somevhat different answz:rs to these questions,
so0 will the soldiers you lead display equally impor-taat
differences in their answers. (Sells, 1973).

Extensive field studies have heen made on the behavior
of both military and c¢ivilian personnel in isolated
settings, such as the Arctic, in order to gain insight into
the relationship between personality differences and
behavior. From these; and similar studies, come soae

general findings. Personnel who were rated as well-adjusted
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tended to be conscientious, responsible and villing to
accept authority. Those who were rated as poorly adjusted
went to sick call more often, had greater interpersonal
probleas, and wvere only wmarginally concerned about their
work. Personality attributes rated desirable included
agreeableness, leadership, self-reliance, qroug cooperation,
and openness. Undesirably rated qualities were rigid
defensiveness and dependence on others for task direction.

Perscnality differences not only influence the manner
in wvhich people behave but alsc the way people perceive the
environment. For instance, in one interdisciplinary
analysis of industrial, governmental, and ailitary
organizations (Presthus, 1962) it was found that "upward
mobile" people perceive their organization as one with a
very positive climate. They are highly satisfied with their
jobs and task assignments and identify strongly vith the
organization. These are the people that are found at, or
near, the top of the organization (the professional officer
or industrial manager, for exasple).

In contrast to the aggressive upward mobile people ar«
the "indifferents" who perceive their organization as a
source of frustration. Many of these people are not only
difficult to motivate but difficult to discipline.

Finally, every organization of size bhas a samall,
perpetually disturbed sinority coamposed of those vwho can

neither renounce their claims to status and power nor play

-16-
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the discirlined role to obtain such attributes.

How a person perceives the climate of a particular
organization and vbhere the person thinks he or she fits in,
are important in understanding the behavior of peoplie in the
organization.

183 you can appreciate the differences in the
personalities of the soidiers you will lead, thes you can
begin to understand the differences in their hehavior. You
should also realize that these soldiers will perceive your
behavior differently and, in turm, react to you differently.
This means that you can not treat all of the soldiers im an
identical fashion. What you do to motivate one soldier amay
not be effective with another soldier. The probles of
motivating subordinates is a critical topic in any study of

leadership.

Yotivation
The area of motivation deals with *"vhy" questions. Why
do some soldiers like close order drill more than others?
Why are some peofle ‘“povwer hungry" oriented and others
oriented towvards amakiog friends?
Motivational questions deal wvith the causes of
behavior. The core of the ansver to motivational questioas

seeas to Dbe that pecple do thiugs: (1) in an atteapt to

satisfy some need, (2) to make theamselves feel bette¢r, or

{3) sometimes sisply because they are told to do something.

-17-
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People tead to behave in ways that weaximize revards and
nioinize punishments. Sose people vho come froma a
background whbere self {nitiative is stressed tend to focus
their expectations on success. Others, vko come froa
backgrounds which lack opportunities and self-enrichsesnt
focus on failure. The fact that nmotivational differences
exist betveen people makes it difficult to siaultaneously

motivate a4 large group such as a platoon of soldiers.
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Stress

While all leaders sust cope vith probleas of
subordinate morale, different personalities, and subordinate
motivation, the nmilitary officer is wunique in several
respects. One unique characteristic of military officers is
that they are expected to lead their subordinates under
severe conditions of stress such as exist in coabat.

Studies of stress have been <conducted with wilitary
personnel in training, under severe physical environaental
conditions, and under coabat situations. Tvo
generalizations bave come from these investigations. Pirst,
evea the bravest men get scared. Second, preparation for
danger is essential for both physical and amental survival.

Research (Janis, 1958) shows that scoldiers who are
informed of a dangerous sission before it takes place will
coamit themselves to higher risks. If they know of an
ispending action, such as D-day, several days before it
occurs, then there vill be fear but no emotional shock. In
a vay, vhen risks can be calculated, the gsychological
preparation that follows serves to lessen the epnsuing fea:..

Both in training situations and in cosbat, as the
threat of danger qrows neater in time, fear increases.
Amdnq parachurte juepers, dava (Epstein, 1962) shov that up
to the moment of the teady signal for jusping, the desire to

jusp declines aad the celuctaance to juep increases.
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Following the jump signal, the pattern is reversed. The
peak of threat occurs not at the moment of jusping, Lut at
the point of final coasmitment to juap.

These findings concerning stress and approaching
danger may have several iaplications for the newly
comgissioned officer. Opon entering the first platoon
leadership assignment, the second lieutenant lacks
information needed to accurately assess the "risks" he or
she vwill face as a platoon leader. Thkis means that the
situation is 1likely to be highly stressful. Furthersore,
the "greatest danger" in being a leader is comaitting one's
self and follovers to a plan of action. Thus, stress is
likely to increase as the time dravs near for the lieutenant
to make critical decisions and pot vhen the lieutenant takes
action after committing his or bher platoon to a particular
objective. In a later section of the text we shall discuss
problems vwhich may arise when a lieutenant's leadership

behavior represents a personal reaction to stress.

e



RN

g

ompunication
3 In the preceding section it wvas noted that providing

information to an individual enables him or her to better
prepare for a dangerous mission. This is only one of maany
types of communication vwvhich are isportant to an effective
leader.

Communication takes many forss. The most common foras
of couxsunicaticn include reading and writing as well as
talking and listening. In addition to these verbal foras of
communication, large amounts of inforxation may be
transmitted throuqh other channels. Informaticn concerning
the feelings of persons ~ho are interacting may be
communicated through facial exgressions, a speaker's tome of
voice, the body orientation of the speaker and listener, ot
even long periods of silence.

Leadership training programs often concentrate on

teaching leaders to speak and listen effectively. However,

WA e AN TSt 1

it is important to remember that copmunication means more
than just information processing; it involves people, with

all their feelings, habits, and expectations.
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Counselipg
The coamupnication process involves not only
transeitting inforsation but also listenieg. Por the

platoon leader, a siguificant portion of this listeniang will
take place during counseling sessions with subordinates.

Counseling 1is listening, helping wvith individual
problea solving, sometimes making Jjudgments, and giving
advice. Counseling in the military setting may be formsal or
informal. Bffective counseling on a personal probles can
often help relieve stress both haraful to the unit as vell
as to the individual. In performance evaluation aad
counseling, the leader can help correct sistakes, reinforce
good performance, and in an indirect wvay, obtain information
about the informal structure of the platcon.

Let us assume that a subordinate comes to you with e
problea. The individual 1is obviously ugset. It is
recomaended that the counselor take the person through a
sequence of three stages.

Pirst, the leader should act as a sounding board for
the individual's frustrations. This seans that the leader,
as counselor sust gqet the person to talk about what s
bothering hLis or her, and to reveal 0Ais or her real
feelings.

Second, the leader aust try to help the person locate

the cause of the trouble, to state wvhat he or she thiaks is

«22e




the problea.

Ihicd, the leader should Ly to get the person iavoived
in finding a solution to the problen,

Do vox think you could perform well ir cach of these
thtee stages of counseling? One of the ccnflicts the
platoon leader has ®to face is in being a counselor, an
evaluator, and sosetimes 4 disciplinarian, all wvithin a
brief sran of tinme. But vhoever said beiny a good leader
was easy? There are pitfalls to be reckoned with: biases,
prejudices, and stereotypés BuUSt Le overcoage. Leaders must
recognize their lisitatioas as counselors. They sust know
vhen to sugqgest professional help. In esseoce, counseliny
1s not only the art of §00d listening, but also the act of

kooving whdat act to do as well as what to do.
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The Poles of Leadership

The platoon l¢ader aust assumse a nusber of leadership
rolzs. A particula:z individual eay perfora some leadership
roles well, wvhile at the same time, failing tc perfora other
roles adequately.

Leadership is often situstion-oriented, as you shall
see in the next section on leadership theory. The
successful erecutive say not succeed iu a college classrooa
vhereas a colleqge professor say fali on his face trying to
address a group of plant managers. The rerson who |is
effective as a glatoon leader ian cosbat say be less
gcifective as a platoon leader in garrison.

It is aecessary to consider wvhat roles are iavolved in
leadership, vhat methods are calied f€or, and what the
particular situation is. In 4 civilian setting, if an
organization is runuing weli, authouritarian leadersbip may
be quite effec*ive. Essentially, if there are virtually oo
probless, pueople are willing to 1 . the leader wsake the
decisions. Likevise, in tises of crisis, decisions aust be
fortheoming, aad people ecxpect Jleadets to  exert an
autocratic role. However, in tises of chauge, when the
orqgaanizatioan is growing, people frequently wvant to Dde
involved in the decision saking process.

Fros both «civilian and wilitacy erperiences bhave come

several useful statescats about the roles of a leader:
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1)) The leader soseiizes finds himself in the dilesma of
having to succeed as a leader despite ths fact that he or
she cannot control the conditions of leadershig.

2) The wajor role in leadership is not one of providiag
inspiration, or producing obedience by positicn, but oae of
creating a situation iu which the tollovers wvillingly accept
the leader.

3) Achieving changes in the rehavior of subordinates often
involves achieving a change in their percegtion of rhe
impediate situation.

4) Authority vhich is maintained ty threats of punishsent

is uadesirable. It achieves only acquiescence, not real
dacceptance.
5) In civilian settings, and sometises in amilitary

situvations, subordinates are pore likely to accept group or
organizational goals when they personally feel related to
the goals.
6) Groups can sake a leader ineffec*ive cr effective by the
attitudes they disglay.
h Tiwme is a variable in evaluating leader success.
Changes otren require an appreciable period ¢t rime befote
positive results are aoted.

The sany different tole desands shich wmay be
erperienced by the newly cossissioned lievutenant are
discussed 1a more Jepth in Section IV of the test. de wvill

now preseat the description of a typical Jay in the life of
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Lt. Edvard Jones. This description is presented to provide
you vith a representative sasple of the job deaands which
may be faced by any platoon leader. vhile the speciftic
situation and technical expertise required may vatry fcom one
80S to another, the basic leadership skills which are
required of a platoon leader will remain the sane. Lt.
Jones will become a familiar character to ycu as you tead
tiis text. Jones and other meabers of platoon A and Company

XY¥Z vill be reisrred to repeatedly throughout the course.
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A Zypical Day for Lt. Jopes

_;; Lt. Jonus eatered his office at 6:30 A.N.. He had come
. to the office early so he could cosplete sose papervork
= vhich had been sitting on his desk for almost a week. He
needed to cosplete evaluation forss for two squad leaders
and complete some vork on revision of the coapany procedures
éf reqarding the handling and storage of flassatle jiquids at
; the motor pool. Lt. Jones is the company safety officer and
hopes to correct the conditions leading to two recent fires
in the a@otor gool. In addition to pPregfaring a smemo

outlining the new rrocedures, ae i< also cospcsing a written

proposal for a safety caspaiqa. The written proposal must
: ik be sent to the cospany covsaader, Capt. Wallis, tor
approval.

At 7:15, sgt. BRock, the platoon sergeant, eantered Lt.

PR,

Jones' office to talk with the licutenant ia a private

sessiog. Sgt. HOCKR expriessed concern about several crecent
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incidents betveen one of Le. Jores® syuad leaders aad a
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soldier in the plateoa. 5¢gt. Rock indicated thar the squad
l#ader way bs at least pattially at fault fcr ethe problens
a6d suggested thay Le.  Jones talk to the squad leade: *hae
dsy. Le. Joaes made a pote to himself to see the sgsad
lewder tha* afreenson.

Av H:00, Le. Joges teposted for a  twe bous trief!ag
vith Capt. wWallas. The bhrietieg vas on 2  teo week tigld

tiaining execcise *hat was to tegin teo days Jater. Sntiang

-27-

- o £+ e E B




B

e e s s s

the meeting, the Captain reminded Lt. Jones that during the
last training exercise (before Lt. Jones ftecame platoor
leader) platoon L had performed rather poorly. Capt. Wallis
felt that this pecrformance was due to the pocr training of
the soldiers in two of the squads and he told Jones that he
hoped that this problem had been sclved.

At 10:00, Lt. Jones met with Sgt. Rock and told hiam
that he wanted the platoon on the firearss fractice range
that afternoon. Lt. Jones wanted to make his cvn evaluation
of the squads before the field exercise and provide any last
ainute training he felt vas necessary. Sgt. Rock already
had plans for the platoon, so Jones had to sgend some time
convincing him that the nen needed the training.

At 10:30, Lt. Jones received a call from the battalion
commander congratulating him onp platoon A's superior ratiags
during a receant inspection.

At 11:00, Jones started to leave for an early lunch.
Just as he headed out of his office, private Willie Jackson,
ar E-2 in Jones' platoon, came in the door and requested
permission to talk with Jones about a personal problea.
Jackson told Jones that his wvife, who 1is seven wonths
pregnant, wvas threatening to leave hiw because o¢f their poor
financial situation and the long hours the soldier had been
vorking in preparation for the upcoming field exercise. The
soldier's wife had also beqgun drinking heavily and the young

man was afraid to leave his wife alone. Therefore, he was
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requesting that he be excused from the field training
exercise. Private Jackson told Lt. Jones that Le vas sure
something "terrible"® would hagpen if he left his wife for
tvo weeks at this point in tinme. Lt. Jones told Jackson
that he would give him an answver the next day. Jones nade a
rental note to talk with Sgt. Rock about the groblem and the
possibility of not taking private Jackson aon the field
exercise.

Lt. Jones finally left for 1lunch with two other
lieutenants from the coapany at ahout noon. During lunch
the three lieutenants discussed the upcoming field exercise
and the HWorld Series. Returning to his office at about
12:45, Jones made several phone calls to check that
everything was prepared for transporting his troops to the
field for the training exercise.

Lt. Jones left to go to the firearms gractice range at
1:15. Once on the range, Lt. Jones took comrmand of his
platoon and supervised the practice session for about an
hour. During this hour, he observed that several soldiers
wvere performing rather poorly and attempted to correct their
probleas. At first, Lt. Jones attempted ¢to help eackh
soldier individually. However, he quickly recognized that
there vere about six soldiers who needed individual
attention aand he bad bhest allow his squad leaders and
platoen sergeant to provide the needed assistance. Once Lt.

Jones was satisfied that the soldiers requiring additional




o P, LS ppnAT e

e

o T AU ARt
T e

AT <

training were identified and being helped, he returned
coumand of the platoon to Sgt. Rock.

Before leaving, he talked with Sgt. Rock about the
problem with Private Jackson. Sgt. Rock said he would like
to tell Jackson to stay behind but he felt that Jackson may
be essential to succesful platoon operations. Lt. Jones was
vorried that Jackson, normsally a nodel soldier, would be too
troubled to perforw well. Sgt. Rock ended the comversation
by telling Jones that it was up to hia as the platoon leader
to make the decision, but that he would back Jones! decision
in either case.

As Jones was returning to his office, he realized that
he had not spoken to the squad leader he and Sqgt. Rock had
discussed that =orning. Upon entering his office, Jones
nade a vritten note on his calender to speak to the squad
leader early the next day.

By the time Jones was ready to begin wcrking in the
office, it wvas 4:00. He obtained a large desk caiender and
began planning dates for further training and evaluation in
a number of different skill areas for the soldiers in his
platoon. He worked furiously on the plan so that he could
cogplete it befcre leaving the office that evening.
Scheduling traianing time was rarely an easy task siace his
platoon wvas usually very busy in accomplishing just the
missions assigned to thes by the company and battalion

comnanders, not to mention the time required toc prepare for
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scheduled and *"unscheduled" inspectioas of the motor pool

and other areas.

At 5:15, Lt. Jones left his office and headed towvards
the Officers' Club. At 6:00, he vas scheduled ¢to play a
match in the battalion tennis competition and at 8:30, he
had a dinner engagesent. As he left the office, Lt. Joaes
took along the NCO evaluation forms and the saftey program
proposal. Hopefully, he would find time to vork on the

projects at hoae later that evening.
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Leaderghip: A Starting Roigt

You have just completed a general previev of the typss
of issues and topics which have confronted pecple who have
studied leadership. As you attempt to formulate your own
ideas about leadership and try to integrate the above
toplcs, fortunately you Jo pot have to "start fros scratch®™,
Many researchers have atteampted to deal vith the same issues
and probleas ve Lhave presented in this introductory section.
There exist over 3,000 books and articles which discuss soame
aspect dealing wvith leadership. These efforts have led to
the developmsent of a nuaber of conteaporary theocries of
leadership. The theories and subsequent research provide a
vealth of inforsation €from which to obtain additional
insight into your role as a leader. These insights vill be
invaluable in aiding your future thinking and development as

a leader in the defense of your country.



SECTION IXI: LBADERSHIP THEQRY

3 Historical OQvegview of leadership Theory

The imitial approaches to the study of leadership wvere
directed at ansvering the question of vhat wmakes an
effective leader. Bavelas (1960), Stogdill (1974), and
Fiedler (1963) note that early studies of leadership wvere
concerned vith the identification of the persgnal attributes
possessed by effective leaders. These attributes included
age, education, intelligence, creativity, aand integrity.
Underlying this early approach to studying leadership wvas
the assuaption that regardless of the setting, persons wvho
are effective leaders in one situation are also effective
leaders in all other situations. This approach to the study
of leadership is tasically & %“cosson sense¥ or intuitive
approach te the subject. Fcr exasple, if you are asked to
ansver the question, *®What are vyour sajor streagths as a
leader® the chances ate that your first thoughts center
around your Lfatelligence, persopality, or physical
appearance. These are all personal atetributes which are
relatively stable across various situations. These personal

ateributes of twhe leade: are important for effective
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leadership, but research soon began to demonstrate that the
situation was also a critical factor that had to be
considered.

If you think of your own experiences as a leader, you
will probably recall that you have used the same style of
leadership in two different situations only to find that it
vas effective in one situation and led to failure in the
other. Likevwise, you probably can remeeber reading the
sports section in the newspaper and realizing that a marager
vho was fired from one losing baseball teas was hired by
another losing team and subsequently 1led the second team to
a winning season. Neither the research evidence implicating
the importance of situational variables to 1leadership nor
the logical arqueents supporting such a position resulted in
an imaediate shift in the study of leadership.

In the decade prior to Wcild war II there vas a
continued interest in studying the persopality traits of
leaders. About ¢this same time, however, industrial
psychologists began studyinqg general organjzational group
dynamics of how people work together. Gradually,
psychologists came to talk about leadership as a job, as a
function, not a set of characteristics; but rather a process
of comsmunication. Researchers began asking Yhow are
leadership functions distributed in the organization"

Despite evidence that one nmust include situational

variables in studyinq lexzdership, the 1950's and 1960's saw

-4~




TTTT—— RN
i e ern B e s e

a continuing interest in the study of the leader as an
individual. Humanistic theories of personality were given
attention. These theories suqggested that man is inherently
qood and if left to his own devices would ccntinia to grow
hoth intellectually and socially.

Maslow (1954) introduced the idea of a hierarchy of
needs which relate to the motivation of a person. Arranged
from basic to higher order needs, these needs are:
physiological needs, safety needs, social needs, self esteen
and status needs, and finally self-fulfilling needs or the
need for self-actualization. Maslow contends that the
lovest order need which is unfulfilled vill operate ¢to
motivate a person. For instance, if hungry, fcod will be a
prime motivator. When a lower order need becomes satisfied,
then the next higher order need emerges and acts as a
motivator. For instance, once the physiological needs are

satisfied, then the needs concerning an individual's safety

T S

become active; €sge, job security. Several theories of

management and leadership are based on Maslow's hierarchy of
needs. Argycis (1957) based his theory of leadership on
Maslow's hierarchy of necsds and suggested that a successful
leader is opne who fosters the growth and development of the
follovwers by enhancing the wvworx environment and wmeets the
needs of the followers by employee-centered leadership.

The second type of leadership theovies which originated

in the 1950's vere empirical theories based upon large scale
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research plaijyrams. These theories are called “empirical™
because they are based on real-life data and scieatific
investigation <cather than being based on philosophical
theorizin:. For example, Stogdill anmd Coons (1957) focused
their research upgon the "role"™ of a leader. These
rescarchers identified jpitiating structure as a leadership
diseasion r=lated to successful leadership. The dimension
+§ ipitiatiag structure essentially represents leader
pehavior which is directed at making clear what tasks
subordinates are tc perfora and how they should accoaplish
these tasks. Por exasmple, you may remember the nuamerous
vays in wvhich a group leader has provided you wvith gquidance,
or structure, wvhich wvas essential to your accosplishing a
pacticular task. In later research, Bass (1960) found that
in addition to initiating structure, the dimension of leader
consideration was also important in sSuccessful leadership.
As you may have guessed, this disension of leadershiy
includes behavior in which the leader expresses conceran for
the personal velfare of subordinates and shows respect tor
them as individuals. Perhaps you can think of tises vhen
your leader gained your cooperation and effort tecause he or
she considered your feelings rather than telling you what
you *had to do“.

Today ve think about leadership in terss of sose dozen
or more leadership theories, wmany of vhich are based on the

results of numerous espirical studies. Ve wvill nov turn to
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contepporary Theorjes

These contamporary theories are grouped into three
qeneral categqories. The first category focuses primarily
upon the \eader as an jindividual, examsining the dimensions
of the pekavior of the leader. Included in this category
are two theories dealing with the leader's use of pover and
one theory concerned vwith the philosophical views of man.

The second cateqory of theories are those which
concontrate upon  the sjtugtiops) varjables which determine
vhether a particular style of leadership will be effective
or naot, This second category iancludes Piedler's {1964)
Contingeacy theory and louse's (1971) Ppath-Goal theory of
leadership effectiveness. ¥hile both of these theories do
discuss leader behavior and leadership styles, the awmain
thrusts of these theories are aimed at investigating
Situational variables vaich influence leadership
effectivenass.

Third, ve present theories concerned wvith leadecrsaip as
ab ofganjzational process. These theories conceatra%e on
leadership processes, decisioa-making, subordinate wvork

toles, and delegarion of authority.
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#gGregor's Theory-X apd Theory-y

& Douglas McGreqor (1957, 1960) had a gyreat impact oa
the area of leadership research and practice. His 1960 book
- The Hyman Sidz of Bnterprise is novw a «classic. NcGregor
i' notel that the traditional concepticn of management vas
based upon assuaptions which characterized wman as a passive
a wvorker. Referred to quite widely as Theory-X, this approach
to managemeat rests upon the assumption that man is, by
- 3 nature, passive and resistant to organmizational needs, and
) . that active and close supervision by management is necessary
i if organizational ¢goals are to be achieved. Hence, man as a
vorker is viewved as bheiny lazy, self-centered, gullible,
indolent, not very iutelliqgent, aod generally ineffective oa
the job.

et

NcGregor suggested that such vorker bhehavior is not the

|

{
t,. fg ' conseguence Of marn's inhetent nature, Lut rather, is the

i result of the orgamizational eunvironsent that iapiuges os
‘ ’i% mar 10 the industrial setting. This organizational
eavironment includes management philosophy, jpolicy, aad
practice. Dtaving upon Maslow's work on husan aotivasion,
Eﬁ AcGregor presents the argument that traditiond! gractices ot
;; sanagement (i.e., theory-X) setve to thwart the fulfilleent
3 of buman needs. Besistant and passive behavio( aay ba the
E. ? vorker's response to the failure of the otganizatioa to

allov fultilleeat of his or her needs. It s AcGregor's
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contention that husan needs must be zatisfied at all levels
if man is to bc an effective worker. Management aust
understaed the leve)l of need vhich a vorker possesses and
pust channel their efforts at satisfying these particular
needs. Sose wyorkers may be operating at the level of
physiological and safety needs, vhile other wvorkers may have
higher order needs such as self-fulfilleept.

NcGiegor proposes a nev set of preamises in place of
Theory-X. His conception of san is referred to «s Theory-Y
and is based on assuaptions that are most closely aligned to
husan motivation theory. Basically, Theory-Y assumes that
man is pot by nature passive and resistant. If aan does
display these particular characteristics, it is assuaed to
be the result of wvorking in an eavircoseat which has
restrictive orqganizational policies and procedr:es.
Hanagesent's respoasibility is to provide an o:rganizatioonal
environment in which a wvorker can Lest direct his work
effores tovard the ohjsciives of the organizatioa. In such
an eavironment, sanagement should be avare of the need level
vhich the wvorker possosses, and attempt to satisfy these
needs, In e¢ssence, mpapagepent gust create a situasion in
vhich the saeisfaction 9f hyman needs occurs as a pagt of
the attespt at achjewing organizationsl goals.

The current practices of “manageseat by objectives,“
*job ealatgesent,™ and “participative and coasultative

sapageseprt® are erxamples of sanagemeat practices which are
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consistent with McGregor's Theory-Y. Vith these sdnagement
practices, workers are given the freedos to satisfy their
social aad eqoistic needs by assueing respoasibility that is
directed tovards the cospletion of organizational
objectives.
while one may disagree vith McGregor's views, his
thinkiog dces vaise some important imsgplications for
effective platoor leadezship. Theory~-X and Theory-Y
assusptions are different and if wused by a silitary leader,
may have different practical coosequences. A Theory-X
Jzaler vill be duthoritative, directive, and will manipulate
orginizational rewards and punishseats. Such a leader would
essentially assuze that subordinates are lazy, passive aand
resistant. If a leader assumes that all subordinates
possess these characteristics, it is likely that a self-
fulfilling prophecy aight occui. Tthat is, subordiaates will
bekave in a Theory-X manaer as a consequeace of the manner
i ia which the leader interacts with thea. Conversely, a
Theory-Y leader vould beé more cunsiderate of the aceds and
yoals of the subordinmate and wvould allov latitude aad
treedon oo the jod. Tubordinates wvould be enccuraged to be
innovative and would be alloved to develop to theitr fullest
poteantial. N¢Greyor coamsiders Theoty~Y to be a sore
realistic view of maun's basic navure. reating subnrlinates
as wsature aad ctespousidble 2eévrscas should tesult ia the

subordicates bedavitg it o satycre and cesponsille masnec.
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Think about Lt. Jones, the lieutenant vhose day was
described in Section I. Consider Jones' treatment of Willie
Jackson, the E-2 who has requested to be excused from the
field training exercise. If Jones' beliefs were consistent
with Theory-X, he wight viev the request as an atteapt by a
lazy soldier to avoid doing a difficult and perhaps
stressful task. As a consequence, Jones would probably deny
the request and varn the soldier that he would be watching
him closely during the exercise to .ake sure that the
soldier was really doing his job.

If Jones adhered to a Theory-Y philosophy, his behavior
might ne different. In this case, Jones would probably
assume that Jackson wanted to do his part in the fiela
training exercise but was coucerned about the welfare of his
wife and unbora child. If at all possible Jones wvould
probably obtain peraissinn for the soldier to be excused
from the training exercise. 1f this were not possible,
Jones would pot threaten the soldier, but rather w#ould
assist the soldier as wsuch as he could in obtaining
counseling or other aid for the soldier's vite while the
soldier was gone. This aid wvould then allow the soldier to
focus his attention upon the field training exercise while
at the sape tilue satisfying the soldier's need to help his
vife.

The usefulness of a theory is partly a function of the

degree to which it receives support from research findings.
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In lige with McGregor's views, Sexton (1967) hypothesized
that (1) the degree of individual bhigher order need (i.e.,
achievement, affiliation, autonouy, recoganition, self-
actualization) satisfaction would be iaversely related with
the degree to which a vorker is restricted and confined by
managerial practices and (2) that worker effectiveness
would be inversely related to the degrec of individual need
satisfaction.

Sexton found quite the opposite in that the wmore
restrictive and coanfining the job, the grcater vas the
satisfaction of individual sneeds. He explained these
findings on the basis that the imposition of restrictions in
the work environment alloved the worker to pecfore in a
habitual m®manner. This provided workers the freedom to
socialize with other workers and fulfill their higher order
needs. These findings imply that, under certaia conditions,
job structure rather than total freedom is teneficial for
the fulfillment of higher order needs.

It is possible, that the principles discussed would be
more appropriately examined in research focusing upon
individuals in managerial positions. Indeed, in an earlier
study (Gerard, 1957), it was found that while workers
pecform better vhen their jobs are structured, supervisors
perform better vhen allowed more freedom and autcononmy.

In a saaple of 1,685 employees, Herzberg (1968) reports

that the primary causes of job satisfaction are factors
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vhich relate to the fulfillment of higher order needs.

These factors included achievement, recognition, the work

itself, responsibility, advancement, and growth. Since each S
of the factors involve the satisfaction of higher order
needs, the study wmay be intergreted as supportive of i
McGregor's Theory-Y notion.

Sone people, of course, perform best when they are {
“programmed," and there are others who resist highly
structured situations., Many practical experiences sugqgest
that the appropriateness of Theory-X or Theory-Y depends S
upon the situational characteristics of the job and the

personality characteristics of the people involved.




The Managegial Grid

The Managerial Grid represents an apgroach developed by
Blake, Mouton, and Bidwell (1962) with the 1intention of
describing the relationships betwvween varicus styles of
leadership in management settings. The Grid is nothing more
than a two dimensional graph with a vertical axis which
represents a manager's concern for people and a horizontal
axis which represents a manager's concern for production.
Within the Grid, five basic styles of m®manageaent are
identified: "country club management?®, "igpoverished
management®, Ytask managemeant®, "middle road management®,
and "team managemeunt",

Country club mapnagement represents a situatios in which

a manager has little or no concern for production and siamply
strives to achieve a work gqroup which has good social
harmony among the workers. The assumptions under which
management operates 1s that a happy worker will be a
productive worker. Blake and his associates postulate that
vorkers in such a system will sense a certain degree of
falseness when they perceive no relationships between being
treated nicely and work production. PFuthermore, it is their
contention that if group conflict does occur, it is never
dealt with and, therefore, human relations gains will never
really be achieved.

At the other extreme, task mapagement (i-e., high
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production eaphasis and low concern for pecple) is based

upou the assumption that increased effectiveness wvill be

achieved vhen the vorker is viewed as sisply a "cog® in the .
overall systeam. Wcrkers are treated like sachines and their
vork is planned, controlled, anu directed by the sanager
vith little concern for personal interactions.

Blake and his associates label the case in which there
is little concernr for people and lov producticn eamphasis as
impoverished mapnagemept. It may be difficult for the reader
to believe that such wsanagemsent would ever exist in an
organization. However, think about a manager vho has, for a
number of rzasons, no allegiance to the organization. This
may occur as a result of beinq repeatedly passed over for
prosotion, given low raises, or being placed in a leadership
position which he or she dislikes. Under these conditions,
the person wmay adjust to the situation by giving ainimal
leadership and ignoring the need for production as well as

ignoriag the need for good husan relations.

The qrid theory defines the pjddle road approach as a
ranagement style wvhich isvolves average concern for both
people and production. The Dbasic assumptior involved in
this approach is that a wmanager should esphasize groduction
but not to the ecxtent that sorale wvill suffer, ané vice
versa. In essence, this approach is a striving for a “happy
pedium® in d4ddressing both the nced for concetn of people

and production.
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The style of team panagepent involves both high concern
for production and high concern for people. This approach
is the most difficult to achieve but also the wmcost effective
approach in problea solving situations. The manager sust
integratz the inputs of each meaber of the wcrtk group so
that plamning, directing, and controlling of the production
effort represents shared responsibility on the part of each
nember. The cchesiveness and morale of the group is task-
related and it is the duty of the manager to utilize the
individual taleats and aotives of each team nmember towvard
the achieveaent of the task-rtelated goal. This approach
requires that <the leader has a high degree of huzan
relations skills in order to achieve the necessary
inteqration of individual needs and prodnction deémands. The
leader amust accosplish a nuaber ot tasks ia crder *o reach
this qual, including:

1. Alloving vorkers a vcice in setting goals aand

plasuiag,

2. Achieviny eftective iutegratica and coordination

sa0nq veorle in multi-unit production teaas,

J. Linking tea®s into an effective coamuynications

and probhle2 solving systeas,

Consistent with the above desands sade ugon the leade:,
the avthors suggest that leadership training shonld iaclude
training in hyasao relations skills based uvpon darta collaected

ia behavioral sciences reseatch, A *3A3g€ment training
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program based upon Managerial Grid theory has Leen developed
aad instituted despite a lack of research on the theory.
Bernardin & Alvares (1976) note this lack of research and
report data from a study which tests two predictions derived
from Mamagerial C¢rid theory. Using a saaple of 129
employees of a large marufacturing company, these authors
tested the hypothesis that managers who differed in
classifying theaselves according to Managerial 6rid
leadership styles should have different percepticns of work-
conflict situatioas. Furtheraore, they tested the
prediction that ‘difterences in effectiveness should exist
for the wmanagers baving different leadership styles. The
results of the study did not provide support for Managerial
Grid theory. However, Blake and H#8outon (1976) have
responded to this study by pointing out that some of the
aeasurement instruments used by Bernardin and Alvares (1976)
to classify wsanagers have been shown to be unreliable and
invalid. Furthermore, Blake and Mouton suggest that
Bernardio and Alvares's saaple of managers vas
unrepresentative and possibly biased. while this may reduce
the seriousness of the discoafirsing evidence found in the
Betnardin & Alvares (1976) study, Blake and Mouton (1976) do
aot report any data vbich provide nev evidence in support of
predictioans sade hv the Managerial-Grid afpprcach.

The managerial Grid agproach suqgests that the leader

should deteraine vhere his or her typical leadership style
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falls on the Managerial Grid. You should strive to optimize
your concern for production and people. Finally, you
should be able to change your position on the Managerial
Grid as dictated by the situation you find yourself in.

How could Lt. Jones or any other platoon leadecr make
use of this theory in running his or her platccn? In order
to display team panagement Jones would need to be familiar
with his troops so that he could recognize their potential
imput toward the platoon's effort on any particular task.
While the structure of the Army vwould often prevent Lt.
Jones from involving other platoon members in setting
platoon goals, Jones could often include his platoon
sergeant and squad leaders 1in making plans on hov to
accomplish these goals. For example, in planning the
details of how to 1increase his platoon's perforaance,
Mapagerial Grid theory would suqgest that Jones include his
NCOs in the planring. Furthermore, Jones should concentrate
on 1integrating the work of the squad leaders and other
platoon meambers. The theory would suggest that Jones might
encourage those platoon members wvith superior skills to vork
vith and improve the performance of less skilled soldiers.
This would probably increase the commitment of the platoon
members to the platoon goals and increase the cohesiveness
of the group. Managerial Grid theory alsc stresses the
importance of displaying high consideration for

subocrdinates. Thus, the theory would indicate that Jones
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should make every effort possible to help soldiers such as

Willie Jackson who vere experiencing personal frobleas.
As you vere reading this section on the Managerial Grid +
approach, perhaps you felt that sore than tvwo disensions of
leadership are needed to adequately descrite a leader's
bebhavior. Many leadership theorists would agree with your
conclusion. The approach which follows expands the nusber

of leadership dimensions to be considered fros two to four.
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Poyr Pactor ITheoiy of Leadershif

Bovers and Seashore (1966) ptesent a reviev of the
different ways in vhich leadershiy has been dimensionalized.
These authors coaceptualized leadership in teras of four
basic dimensions, or factors. The four dimseusions arc
support, interactioa tacilitation, goal emphasis, aad vork

facilitation. They are vieved as fypctions of leadership

and are defined as follows:

Suppoct: behavior that enuances another individual's

{subordinate) feelinq of persomal vorth and iegortaace.

]

Interaction facilitation: behavior that encourages sembers
of the group to develop close sutually satisfying

relationships (cohesiveness).

1 eaphasis: bebavior that stisulates an enthusiasas for

]
O

aceting the qroup's goal or achieving excellent perforsance.

Nopk faciljitation: behavior that belps achieve goal
attainsent by sucb activities as scheduliag, coordinaciag,
planciag, and Dby providing ftesources such as tonls,

materials, and techbunical knowledge.

It is proposed that these leadership fusctious weay de
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performed by not only a designated leader, Ltut also by the

seabers of the vork group. for 2 qroup to be effective,
these functions pust be perforped. The model predicts that

the more these leadership functions are being pecrforsed in a
group by either leaders or sesbers, the qreater vill be the
group effectiveness. 1In addition, the group vould fuanction
mote effectively if the leader also encourages subordinates
to display these same behaviors.

The principle of sutordinates perforsing leadership
functions is directly related to the situvation of the
lieutenant in the U. S. Arsy. The lieutenanmt has a nusber
of NCOsS to assist bim or her in leading the platoon. To the
citent that the lieutenant can encourage the NCOs to engage
in the leadership functions described by Bowers and
Seashore, four factor theory would predict that the platoon
vould perfore more effectively. Lt. Jones dewonstrated this
principle wheu he allowed Sgt. Rock and the squad leadets to
engage in work facillitation by providing traianing to the
six platoon seabers wvhose perforsance he had Judged as
inadequate.

Data from a study of forty insurance agencies provides
support for the four (factot theory (Dowets and Seashore,
1966) . It wvas desoostrated that the aore these leadecrship
functions vetre pecrforsed by hoth the supetior and the work
qroup members, the greater vas the gtoup satisfaction and

petcforsance.
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Schreishein & Kecr (1977) have noted that data has not
been reported using each of the four leadership dimensions
separately, or for peers versus superict leadership
bebavjors., Instead, global leadership scores vere
determined by suasing the scale score. of the <Cour
dimsensions. In other studies, the data for superior
leadership bebavicr and peer leadership tebavior vere
averaged together. Thus, few studies have adequately
tested Bovers £ Seashore's four factor theory of leadsrship.

One sajor question vhich may be asked is whether the
four factors are really distiact and sevarate from each
other. Taylor (1971) iavestigated this question by
administering a questionnaire vhich exaamined the degree to
vhich supervisors aad peers exhibited the different
behaviors uwuder each tactor. Using vorkers froa a large oil
refinery, aa insurance coapany, end a plastics producer,
Taylor wvas able tu provide statistical supgort for the
notion that the four facewors were, in face, statistically
independent and existed at both the supervisotry and peer
levels.

Bowers | 1979) atteaped to demoastrate the degree to
vhich the four factors would be gelated tc work Qroup
functioning aand satisfaction, aad vhether their
relationships would diffec at vatious organizaticoal levels
and at different types of industries. Draviey a sasple of

1,683 work ¢tuups from 21 organiztatioas, Bowers found thate,
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in generat, the greater the support, interaction
facilitation, qoal eephasis, and vork facilitatioam, tbhe
greater the satisfaction and the better the group
functicned, regardless of the organizational level or type
of industry.

Other persous have developed theories of leadership
incorporating dimensions of leader bechavior which reseable
some or all of the four leadership functions identified by
Bowers and Seashore. The next ¢theory to be exasined

discusses these disensions of leader behavior.
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Bghavjoral Theery

Yukl (197Y) has ptroposed a copceptual CEramevork for
leadership based upor three leader bebkavior dimensions. To
the familiar dicensions of Consideration and Initiating
Structure, Yukl adds a third dimeasion of Ltehavior cailed
Decisjop-Centraiization. These threce disensicns of leader
behavior are vieved as interacting to produce subordinate
satisfaction and prodactivity, Yukl progoses a djscrepancy
nodel to explain the relaricaship betveea leader behavior
and subordinave satisfaction aad a aultiple linkage sodel to
explain the relationship between leader behkavior,
situational variables, and group productivity. Thus, Yukl’s
behavioral theory of leadership vievs the {nteraction
betveen leadeor behavior, Situational variables, apd
intermediate variables as beinq ilsportant detersinants of
subordinate productivity and sartisfaction.

As used by Yukl, the tere Decision-Ceoutralization
tefets to the awvount of participation im decision-saking
that the leader allovs the subordinate, Thus, & leader vho
is high oe the Decisicon-Centraliza*ion disension, allewvs
only a very low amount 0f subordinate ianput vhen weaking
decisionsa. fukl iacluled this divension in  the wodel
becausvy 1t gephasizes the legder's Dbehaviot tather *haa the
subordinate*'s and because it gncompasses a wide yarjery of

leadst decizian procedutes. in genezal, the Decision-




Centralization dimension is independent of Initiating
Structure and moderately related to Consideration.

Yukl employs a discrepancy model to explain the
relationship between the three leadership dimensions and the
subordinate's satisfaction with the leader. The discrepancy
model states that satisfection with the leader will be a
function of the difference betveen the subordinate's
preferences and actual experience. Thus, the greater the
discrepancy betvcen the sutordinate's preferences and
eiperience, the greater will be the subordinate's
dissatisfaction with the leader. According +*o  the
behavioral theory of leadership, subordinate satisfaction
with a leader will be a function of the discrepancy between
the individual's preferences for Consideration, 1Initiating
Structure, and Decision-Centralization, and the amcunt of
each of these dimensions that the sutordinate perceives in
the leader.

Yukl contends that an individual's preference for each
of the three dimensions of leader behavior is deterained by
both the personality ot the subordinate and situational
variables, such as the importance of a particular decision
to the subordinate. Thus, satisfaction with the leader
vill vary from subordinate to subordinate since satisfaction
depends upon individual preference levels for each of the
behavioral dimensions and the relative importance of each of

the dimensions to the subordinatoa,

R AT = gl v O g i sy e oS et IR

AN D AT S Tt e Te S I e e N e reem e

Tl i e

T A




© e e A TR

R ORI A TR 4 1 e

e AR it < SNt e e I

As previously noted, the preference level and
importance placed upor each of the leader behavior
dimensions is a function of the subordinate's personality
and the situational context. In general, Yukl notes that
subordinates prefer a leader who 1is high 1in Consideration
and that individual preferences for Initiating Structure are
influenced by the degree to which the subordinate is
committed to qroup goals and the aerree «¢f structuring
judged onecessary for gqoal attainment. Hovever, the
determination of the importance and preference level of
Decision-Centralization is more complex. A major
situational detersinant of this dimension is the importance
of the particular decision for the sutordinate. Thus, for
decisions with high personal consequence, the subordinate
may be expected tc pieter participation in the decision-
making process. For decisions that have 1little personal
consequence, the subordinate may be expected to prefer non-
involvenent,

While a discrepancy model 1is postulated to explain
subordinate satisfaction with the leader, VYukl's behavioral

theory makes use of a pmultiple-linkage podel to explain the

relationship betveen the three leader hehavior dimensions
and group performance. This wmodel suggests that three
variables mnodify the relationship between the three leader

behavior dimensions and group performance. These three

gate's Bmotivation to pecform the

variables are the subordj
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task, the task-role orgapization, and the subordipate's
skill level. Figure 2-1 illustrates the relationship
between the three variables, leader behavior, and group
performance.

Yukl suggests that Consideration, Initiating Structure,
and subordinate motivation all interact to deterEeine
subordipnate perforsance. Yukl contends that when a leader
is high on Consideration and Initiating Structure,
stbordinate task motivation will also be high. At lovw
levels ¢f Initiating Structure, however, Yukl postulates a U
-shaped function between subordinate task motivation and
Consideration. Thus, a leader who is either tco friendly or
too punitive will be detrimental to subordinate motivation.

Yukl hypothesizes that the Decision-Centralization
dimension 1is negatively related to subordinate task
motivation. That 1is, task wmotivation increases with
subordinate participation in the decision-making process.
This relationship is especially true when the decisions are
relevant to subordinates' tasks, when leader-subordinate
relations are favorable, and when subordinates perceive
their participation to be needed because of their unique and
valued abilities.

An important element in Yukl's multiple-linkage model
is task-role orgaulzation. Task-role organpization refers to
how well the skills of the subordinates are utilized in

perforaing the (group's formal tasks. The leader must




integrate workers so that their skill resources are
optimized. It is VYukl's position that task-role
organization accounts for any variahility in group
productivity that cannot be attributed tc¢ subordinate
motivation, subordinate ability, or to production
variables,such as variations in paterials or equipment.

Finally, the multiple-linkage model of behavioral
theory assumes that Initiating Structure will interact with
Decision-Centralization in deterwmining task-rcle
organization. The major deterwminant of this interaction
will be the extent to which the leader and subordinates
possess organizational skills and technical knowledge. The
decision of how much structure a group should be given and
how auch subordinate participation should be allowed will
certainly depend upon how capable each sutordinate is
relative to the leader and the other grougr meambers.

The model proposed by Yukl suggests that in order to
obtain the maximum performance from a group of subordinates
and also maintain the subordinates' satisfacticn, Lt. Jounes,
ot any other platoon leader, must consider many different
variables and the way thesc variables interact. For
example, consider the performance of Platoon A in the field
exercise discussed in the description of Lt. Jones' day.
puring the exercise, the platoon members wmay perform a
nuaber of tasks ranging from digging fox holes to attacking

an enemy tank. While digging the fox holes, fplatoon members
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would probably not expect to be closely suparvised but may
look to Lt. Jones for a great deal of guidance and structure
when -prepacing to attack an enemy tank. If Lt. Jones tried
to tell each soldier exactly hcw to dig his fox hole but did
not provide any quidance as to how the scldiers should
attack the eneay tank, this would be discrepant froam the
soldiers® expectations and lead to dissatisfaction in the
platoon.

Yukl also suggests that Lt. Jones should recogmnize that
variables such as the subordinates' wotivation and the
subordinates® task skills will influence his atility to lead
the platoon and 1increase platoon performance. The
description of Lt,. Jones' behavior given in Section I
suggests that he is aware of this fact, since he recognized
that the platoon's performance might suffer tecause private
Jackson's personal probleas wmight interfere with \his
motivation to perfora well during the training exercise.
Further evidence of Lt. Jones' awareness of variables
affecting the platoon's performance can be seen in his
atteapts to improve the skills of the platocn meabers vho
performed poorly during firearas practice.

Yukl (1971) cites a nunber of studies counducted prior to
the development of the behavioral theory of leadership as
being supportive of his theory. Hovever, no study bas yet
been conducted as a direct eapirical test of VYukl's

multiple-linkage model of group performance. While Yukl's
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theory recognizes that situational

variables

leadership process, the wmain emphasis of the

the leader's behavior.
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Bases of Power is Leadership

cam—

When wve think of a leader, we usually attribute power
to that individual. Have you ever really thought of what
“power" means or hov it is derived? For example, take a
look at a college professor. what kind of fower does he
have? Some students may arque that a college frcfessor does
not have any pover at all. Others will arque that as a
determiner of the requirements necessary for studeats?
grades, the professor possesses a great deal cf power.

The fact that there are ¢twvwo differeat oriaions as to
vhether the professor has pover points out that "power"™ is
based upon a social relationship between the professor and
the student. In general, this view of the bases of power
has been the focal point for scientists interested in the

i role of power in leadership. In the present section, ve

vill examine one such approach. French and Raven (1959)

e

presented five bases of social power which are available to
a leader. These five types of pover are defined below.
Reward powver is based upon the subordinates®
perceptions that the leader controls rewards which they
value, and wvill adsinister these rewvards as the leader has
proaised. The greater the frequency of fulfilling these

proaises, the greater the strength of the revard power. To

obtain these rewards, the subordinate must accept the

leader's atteapts to exert influence.
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The subordinate experiences the power of the leader as
a set of coammands that must te folloved in order to achieve
a desired rewvard. When a lieutemant in the Army is givea a ,
list of duties to perform, bhe or she may carry out these
duties because of the expectation that obeying orders will
lead to promotion. The captain who assigned the duties to
the lieutenant, ray perceive that the lieutenant respects
the captain as a leader because the lieutenant follovs the
captain's orders., In actuality, the lieutenant aay have
little respect for the captain, rather, the lieutenant has
performed the assigned duties with the intenticn of being
revarded. The above situation 1illustrates a probleas which
may arise in using revard power. The subordinates say allow
the leader to feel that he or she bhas exerted lasting
influence when, in fact, the subordinates are interested
only in the revards and are not truly influenced. This esay
lead to subordinates perfcraing at a sinimum acceptable

level only to gain the revards that the leader controls.

Coercive power is based upon the subordinate's belief
that the leader can deliver fpunishsent if the subordinate
does not conform to the leader's demands. The problem vith
using coercive power is that the subordinates say vork in a
state of fear.
The fact that subordinates say be workiang in such a .
state helps «clarify the difference betwveen coercive pover

and revard power. While revard powver promotes a positive
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relationship because the subordinate anticipates receiving a
revard, coercive power promotes a negative rtelatioaship
because :he subordinate vill atteapt to avoid gpunishmeant.

Coercive pover aight be used, for examgle, wher a
private in the Arsy is uncooperative during drill exercises.
The private could be ordered to be <«coferative by a
lieutenant’s coamand of, “If you doa‘'t ‘'get-with-it'
private, you'll be pulling KpP duty for the next tvo weeks.”
If the private actually believes that the lieutenant ianteads
to behave accordingly, the private's behaviotr asay change.
As a result, the private would allov hisself to be
influenced, as an alternative to being punished.

Coercive power is a form of influence that may be
effective but will not benefit the leadecr-subordinate
relatioaship. A subordinate that is being coerced aay
become dissatisfied with bhis or her job, wish to quit the
job, or eves atrtespt to interfere with the completion of
organizational goals.

A study which cospared the effects of coercive and
revard pover on the cooperativeunass of the sulordinates with
the leader vas coaducted by 2ipf (1980). It was found that
the leaders who used coercive pover had less cooperative
subordinates than leaders vho utilized reward pov~or. Hewnce,
one of the <consequences of using coercive gower is that
subordinates may becoae resistant to cooperation vith the

leader.
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Leqjtinate pgver say be categorized in three different
vays. Picse, legitirate pover say exist because the
delegation of powver to a certain positiom is an iaportant
element of a fparticular culture. The culture of the U.S.
Arsy is such that power is assumed 20 reside at certain
ranks., In this wanner, the Army is expressing legitimate
pover. A lieutenant has legitimate power to influence a
subordinate’s bdehavior siaply becavse that pover has been
accepted as part of military culture.

Apother situatica of legitimate pover is whean the
subordinate accepts the social structure of an orgasization
vhich involves hierarchy of authotity. Uader these
conditions, the subordinate believes that the organizational
strycture is reasonable, and therefore, accegts the powver
appropriate to officers in the orgaaization. A military
exaaple of this fors of legitismate powver is when a private
accepts the authority of the lieutenant because that
authority is believed to be a function of the superior
office held by the lieutepact.

the third basis for legitisate powver is when the
sobordinate accepts the authority of a person because that
suthority has been delegated by a superior that the
subordinace has previously accepted as legitiacte. This say
OCCUL a8 A private accepts the power attributed to a new
lieutenant simply because the ccapany ccasmander has

detersined that the lieutenant has that power.
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Referengt pover is based on the degree to vhich the
subordinate identifies wvith the leader. The stronger the
attraction and identification that the subordicate feels
tovard the leader and the leader®’s belief systes, the
stronger vill be the rteferent pover. Referent pover is
based solely on the subordinate's positive association and
relationship vith the leader, and therefore, is independent
of the use of rewards ot punishaent. The influence that a
leader has with refereant pover may not be noticed by those
under its influence. The subordinate simply likes and wvants
to be liked by the leader. Op this basis, the subordinate
cosplies vith the orders of the leader. Note that this does
not ®mean that ¢*he leader is taking advantage of the
subordinate, rathér only that the leader has this type of
influence over the subcrdinate. To "take advaantage® of this
leade--seabei relationship vould destroy a refereant base of
powet once the subordinate realized the leader's intentions.
Referent povel wmay te the best fore of influeace because it
does not create any iubhereat probless or after-effec*s. In
this case, when the subordinate accepts the leader's
authotity, it is be¢cause the subordinate identifies vith aad
likes tde leader.

Zander and Curtis (1962), compared the use of =he
teferent base of pover to uze of the coercive base of pover.

in this study, (¢t ves found that the use Of tetfereus powver

tesulted in A greater inctfease in wock jroup petforsaace
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than the use of the coercive pover. This fioding suggests
that increases of work perforsance are sore easily obtained
vhen & refereat base of power, ratbher than a coercive base
of power, is employed.

An exuaple of referent power would be when a private in
the Aray say have had difficulties in folloving orders under
several differeot lieutenants. A nev lieutepnant takes
cosaand of the platoon and happens to be 4 leader whoa the
private really likes. The private agrees wvith the vay in
which the newv lieutenant orqanizes the glatcco activities,
distributes authority, and sakes decisions. Uander the
coamand of this lieutenane, the private enjoys obeying
orders, not even being aware of the influence the new
lieytenant has on bhis.

Expert power is based upon the subordinates' belief
that the leader Dhas special knowledge ol necessary
inforsation about the task to be perLformed. <The subordimate
wili probably base his judgmeant of the leader's cipertise oa
the subesdinate's own knowledge and on sose cceeon standard.
tThe subotdinate follows the dirtections given ty the leader
because the leader koows the cortect actioa or solutioa.
Tais base of power 15 very evident in the silitaty whee
persons tely oa their supetiors to dirvect thes through
potentially dangeiods situar ions.

Privates entering basic =raining way £ind cheeselves

under the influaence of capert povwer in sany situvatioas. Ope




such instance vould be vhen the privates are exposed to
military wveapons for the first time. There will be an
instructoi with a comsplete knowledqgqe of the weapons to
instruct the privates, The privates vill grobably accept
vhatever advice is gyiven by the imstructor.

The subordivates® belief that the leader has expert
pover for a particular task is in part a function of how
vell the leader has succee¢ded in the past in performing that
particuiar task. Croner and Willis (1961) showed tha*
sSuccess at a task increases the person's ability to exert
influence (expert power) on cthers for that task. Hence, if
a leader 1is to rely on the expert power, then the
subordinates should have prior knowvledge that the leader can
perfora that task successfully.

Two poiants should be caphasized about these Dbases of
pover. Picse, all are a function of the subordinates®
perceptions. This 1aplies that a leader aust deteraiae how
he ot she is perceived by the subordinates. The leader nust
also ke avare thae different individuals perceive the leader
ditfereatly, apd these perceptions chapie inh warious
situatioas. tThis leads ®*o a second isplicaticn: a leader's
telatioeships with various subordicates say irclude several
bases of powerl. For each of the subuvsdioates the bases of
pover wsay chaage ove: time and over different woOrk
sivtgations.

A final study which cxasined all five tases of power
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vas conducted in a manufacturing firs by Student (7968). In
this study, each of twelve work group leaders vere rated by
their subordinates on the extent to which the leader
displajed each of the five base¢s of power. These ratings of
leader influence were correlated with several orqanizational
indices of eifectiveness such as accident rate, absence
rate, 2and quanitity and quality of production. ~ The major
findings of Siudent's research include the following.
First, legitimate power was perceived by subordinates as the
post important base of influence possessed by a leader.
dovever, it was not found to be related to any of the
indices of orqganizational effectiveness. A possible
explanation for this finding is that the work group leaders
in the study di. .ot differ significantly in the degree to
which they possessed legitima‘*e power., This possibility
vould preclude the demonstration of a vwiable relationship
between legitimate power and the indices c¢f work gqroup

effectiveness.

Second, perceptica of the leader's expert power vas
related to lowver accident rates, lover absence rates, and
higher production quality. A reasonable explapmation for
tais finding {5 tmdt a leader who possesses high levels of
technical competence (expert pover) vill provide the
supervision that would be necessary to avoeid accideats and
maintain high quality production.

Third, reward power vas related to lowver average hourly
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earanings of the work qroup. This finding suggests that if
something (e.g., hourly earnings) 1is to function as a
reward, it must be a relatively scarce cosmodity.

Fourth, the use of referent power resulted inm hetter
production quality, less wnrk material wvwaste, and a greater
number of suggesticns made by the work groug.

The use of coercive power, on the other hand, was
related to lower maintenance costs and alsc to a greater
pumber of suggestions from subordinates. It is important to
note that coercive power was not related to production
quality. These studies provide support for the contention
that use of each of the five bases of power will have
different consequences for the leader. Furthernmore, based
on these studies, the most desirable foras of leader
influence appear to be referent and expert power.

Leaders differ in the extent to which they develop
various bases of social pover, One <rfactor which way
influence this development is the leader's desire to control
other people, activities, and property. The next section
will allow the reader to examine "power" £rzZ aunother
peiopective; i.e., the need, or desire, for power which may

exist within a leader.
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Power and Leadership

McClelland (1975) has proposed a theory of leadership
vhich is based upcn the assumption that individuals have a
need for power (n -Power). He distinquishes between two
basic pover motives which he labels persopal power (p
-pover) and sqcialized power (s -power). The personal power
motive is considered to be a primitive expression of power
and is characterized by attempts to exert persconal dominance
and "win out" cver adversaries. Socialized power, on the
other hand, 1is a more disciplined or controlled expression
of power which 1is used for the benefit of others. It hes
been reported (McCielland, Davis, Kalin & wWaoner, 1972) that
individuals scoring higher on measures of s -power show a
tendency to become organizational leaders.

McClelland proposes that the effective leader 1is one
who displays three types of behavior in interacting with
subordinates. First, the leader presents or proposes a set
of dgoals whkick are 1ixely to be judged desirable by the
subo. iinates. Second, the leader must provide or clarify
the means by which subordinates can obtain or achieve these
goals. Finally, and most importantly, the leader must make
subordinates feel strong and poverful, by allowing ther to
participate in goal planning and enhancing a high degree of
personal involvement. McClelland rejects the view that a

strong leader 1is one who influences follovwers by wmaking




them subservient and submissive. He progoses that an
effective leader is one who instills or shares power with
subordinates. The concept of sharing pover vith
subordinates is consistent with Bowers and Seashore's notion
that leadership functions should be carried out by group
reabers as well as the leader.

McClelland also suggests that situational factors are
important to comsider in the study of leadership. He
suggests that whether leaders are effective or ineffective
depends upon the appropriateness of their péver motivation
to the leadership situation. In combat, a leader who has
high p -power may be very effective because that leader
instills subordinates with feelings of strength and
confidence. 1In a business setting, a leader with moderately
high s -power may be more effective because of a greater
demand by subordinates for participative decisicn-making.

HcClelland does got view n -Power as a genetic or
analterahlc peisoualliy trait, On the contrary, he argues
that one can psychologically re-educate adults in their need
for power.. McClelland, Rhinesmith, and Kristensen (1975)
report that the g -power motive and, consequently effective
leadership, can be developed in individuals as a result of
leadership training prograas. A training pprogram was
developed to increase the power motivation of 167 community
action agency staff amembers. The trainees vere given a

program which vas specifically designed to recognize the two

-73-




types of power and to use socialized power effectively. The
instruction included the following illustrations
demonstrating the manner in which socialized power needs
lead to achievement of organizational goals, (McClelland,
Rhinesgith, and Kristensen, 1975, p. 96):

Making others feel strong

Building ¢trust relationships, since you are

working not against each other but with each aother

for shared goals

Cooperating rather than coapeting

Confronting and resolving conflicts and

difficulties rather than denying them

Planning your personal goals and the stefs needed

to reach then

Stimulating others to proactive, strong action

rather than passivity

Assessing your own strengths and wveaknesses in

these areas so that you can take steps tc improve

(p. 96).

The behavior of these individuals wvas evaluated six
months after receiving power training. Sixty-six percent
shueed improvement as a consequence of training.

The theories revieved up to this point have focused on
various disensions of leader behavior. You may have noticed
that both McClellaud's theory of power and Yukl's behavioral

theory of leadership recognize that situational variables
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influence leadership effectiveness. The next tvo theories
which will be considered emphasize particular situational
variables vhich may influence the leader-subordinate
relationship.

We shall now turn to a contingency model of leadership.
Many researchers and practitioners have emphasized that no
particular leader style or decision-making process is
legitimate for every leadership situation. Bather, some
industrial jobs as well as military situations demand
directive or autocratic leadership, vhile cthers require

participative or democratic leadership. contingency theory

represents an attempt to match situations with appropriate

leader style.
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Contingency Model of Leadership Effectjveness

The first and most widely researched contingency theory
was develcped by FPiedler (1964). In a major step toward
recognizing the importance of situational variables in
affecting leader effectiveness, Fiedler's model assumes that
group effectiveness depends, or is coptingepnt, upon two
factors: the perscaality of the leader and the favorableness
of the situation for the leader. The latter variable is
defined in terms cf whether the group situaticn allows a
leader the pover and influence needed to control the group.

The personality of the leader is categorized as either
task-oriented or relationship-oriented. If a leader is
task-orieated, the primary motive of the leader 1is to
accomrplish the group task, If, on the other kand, the
leader is relationship-oriented, he or she is sotivated by a
desire to relate to others. This particular individual
seeks to be adeired and recognized by others and to achieve
strong emotional and affective relationsuigs with others.
Piedler {1964, 1974) further assumes that these two types of
leaders will be nmotivated toward tie saze goals only if
their primary motives have been fulfilled; i.e., a task-
oriented leader will be wmotivated toward good interpersonal
relations only after the accoaplishment of the task is ao
longer in jeopardy.

The motivational orientation of the leader is medsured
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by asking the leader tc describe the individual with whom he
Gt ="« would experience the most difficulty in working. The
leader describes this individual using the least Preferred
Coworker (LEC) scale. A high score (qreater positive
descriptions) on the LPC scale has been found to be
indicative of leaders who are relationship-criented, vhereas
a low score (greater negative descriptions) on the LPC scale

tends to be given by leaders who are task-oriented.

The factor of situational favorableness is measured by

three variables: {1} leader-mesber Trelations; (2) task
structure; and (3) position power. These three factors
telate to the deqree of control which the leader may have
over the group. Leaders vho are trusted and accepted by the
group would find it easier to control ‘their subordinates.
Furthermore, leaders who deal with tasks which are clearly
defined, will be at a control advantage. Finally, the
degree to which 4 leader is able to reward and punish
subordinates, further determines his or her deqree of
control and influence. 0f the three variatles, Fiedler
(1974) states that leader-member relations are, by far, the
most important. In cssence, it would be most unusuwal for a
lJeader who is not accepted by a group to be able to
communicate task related information to that group.

The deyree to which A lesader is effective defends upon
the interaction of the leader (LPC level) with the degree of

situational favorableness. A very favoraltle situation
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exists when leader-member relations are good, the task is
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unfavorable situation is one in which relaticns are poor,
the task is unstructured, and the leader has low position
pover, Moderate situations fall in between these extremes.
The manner in which situational favorability interacts with
the leader's LPC personality dimension to determine whether
a task-oriented or relationship-oriented leader will be

effective in a particular vork situation is less obvious.

‘u

iedler (1967, 1974} thas shown that task-orieanted {low LPC)
leaders perform wost effectively under extreme conditions,
i.e., when leader-member relations, position power, and “ask
structure are all either high or low. In the wmoderate
conditions in which at least one of the three factors is
different from the others, Fiedler has stated that the
relationship-oriented (high LPC) leader 1is nost effective.
Fiedler arques that the most effective perforpance froa a
¥ork group can be expected vhep the leader is matched to the
particular sjtuational characteristics of the orgapizational
setting.

One of the assumnptions in Fiedler's model s that
leaders are fixed im their sotivational orientations (LPC
level) and that to chanfe this wvould require extensive
training or therapy. This position is oot held by other
theorists such as MNcClellaad (1975) or Vrooa (1976a) who

contend that man is flexitle and can adjust to the
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peculiarities of the lecadership situation. Inasauch
Fiedler requires a match betwveen the leader and
situation, the only alternative tor leaders in
organization such as the U.S. Aroy vould be to change
nature of the operational setting; i.e., to gdanipulate
particular situational varibles so that they wmatch

personality of the Army leader.
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The Path-Goal Theory of lLeadepshif

Since the original path-goal hypothesis was offered by
Georgopoulas, Mahoney apnd Jopnes (1957), the idea that
persons will follow the "path® of behavior that maxiaizes
their attainment of a goal Usas received considerable
modification. The most recent version of the path-goal
approach (House, 1971; House & Dessler, 1974) is primarily
concerned vith the manner in which leader tehavior affects
subordinate motivation.

The role of the leader 1is one of aiding, guiding,
helping, aad providing the subordinate with support and
revards that could not otherwise be obtained fros the work
environment. The tunction of a leader is tc¢ make “paths"
easier to fcllow and the qoals easier to cbtaiun.

Before proceeding further, let us coansider some basic
aspects of “path-goal" theory. First, a goal is defined as
that vhich a subordinate desires. Ex2egles of a
subordinate's goals include pay, job security, self-estees,
and fulfillaent ot personal goal:. Second, a path is the
seans by wvhich the subordinate amay fulfill his ot her
personal qoals. Exaeples uf paths are extra e¢ffor® on the
job, education, and establishing triendships wvith co-
vorkers, The third aspect of path-qoal theory is that the
path to the goal may be blocked, thus inhibiting the person

froe achieving his or her goal. It is the responsibility of
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the leader to intetvene =o that "paths" are made clearer and
easier to follow, expectancies are clarified, and barriers
are removed. Examples of blocking factors waight inclnde
aabiquous tasks, am extraordinarily Jdiffjcult job, or poor
relations in the work group with peers or superiors.

According to path-goal theory, the leader needs to
evaluate the personal goals of the subordinates. In
addition, the leader must know what paths are available for
the subordinate to follow in crder to achieve these goals.
To be an aeffective leader, the path tollowed by a
subordinate wust accoaplish organmizational goals as vell as
the personal goals of the subordinate. Coasider an enlisted
soldier (E-4) who has as a personal goal promotion to an E-S
NCO. Suppose that the individual needs extra technical
trainiang to qualify for this grosotion. The lieutenaant amay
clarify the B-4's path to his or her goal by specifying how
the E-4 can apply for the training.

House and Dessler (1974) state that the deqree to which
4 leader 1s able to enhance a subordinate's wsotivatioan
depends upon the situational countesxr. the twvo classes of
situarichal variables wvhich these authors assert to be
iapocrtant are %the characteristics of subordinates and the
euvitonmeantal jpressures and dewands the subctdinates aust
cope vith to accomplish wvork goals and satisfy thelr own
neads™ (p. V).

The characteristics of the subordinates are iaportant
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determiners of the degree to vhich leader behavior |is
ccusidered acceptable. These subordinate characteristics
vill also influence the effect of leader behavior upon the
present aad future satisfaction of subordimates. It vould
be expectel that subordinates who have high needs for social
interaction and affiliation vould prefer leaders who foster
a great deal of social excharge among the qtcap sesbers.
Likevise, 4 :ubordinate who is very task-orisrted and not
interested in social relationships would prefer a leader whoe
is specificai'.y o»r.ented toward clarifyiang the “paths" or
bhehaviors taat are necessary te accoaplish a task.

In addition ¢to the above, House aand Dessler suqyest
that the svbordinates' perception of their own abilities is
ap isportaat determiner cf the acceptability of a leader.
4 subordinate who believes that he or she has outstandiang
abilities will resist leaders vho prcevide a great deal of
direction. Oz the other hand, a subordinate who is not very
confident will desicte a leader who provides a great deal of
structure,

The ™“eavironeental fressures and desands* which the
subordinates wsuse confrtort are those asfects of the
easvironment which are ner coatrellable by the sudbordimate.
A5 a source of pressure, the natuce of the work task
Lateracets with <the characteristics of both leader and
subordinate. For instance, if the task iz distasreful to

the subordinate ard the leader Reeps clese coatrol and
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esphasizes completion of work schedule deadlines, the
subordinate will most likely be dissatisiied and resistaat
to subsequent dezapds. where the task is clear and toutine,
atteapts by the leader toc provide direction could also be
vieved as pumitive.

This theory has isportant isplications for a leader in
the 0.S. Aroy. The leader should be aware of the
subordinates* needs and abilities and wvhether the vork
setting will provide the opportunity for satisfaceion =f
rhese needs. Furthersore, leaders should be avare of
vhether theit behavior 1is appropriate f£cr the personal
characteristics of the subordinate and the configuration of
eunvironmental desands which iapinge upon the subordinate.

As a platoon leader, the 2nd lieutenant's duties
resesble those of a basketball coaach. Like a coach, the
lieutenant aust be able tge integrate a group cf individuals
vio have various geeds and abilities and whe will trespond
differeatly to difections. It is the leader that is able to
recognize thes¢ differences and respond accocdingly who will
be most successful, whether it be a well listeyrated vork
graup that accomplishes its goals or a well iontegrated
baskaetball team vhat vies basketdall qgases.

the tve contingency theofies of leadsrship ewhich eevte
rovieved reflect 3 scie cosplex ¢oeceprtuallization <o
leadership than tbhat underlying the previous tivocies. The

theories which follov treflect an evea sote ccsples view of
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the leadership process. The next four apprcaches to
leadership all deal with leader-subordinate relatiomships in

the context of organizational frocesses. .
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Social Exchange Theory

The social exchange approach to the study cf leadership
(Hollander, 1978; Jacobs, 1974) is a viewv of leader-
subordinate interactions which is based upon the exchange of
benefits betvween the leader and subordinates. Bach party
yives something (cost) and in return receives soaething
(benefit) fros the relationship. It is assumed thatv ~2ch
party vwill also assess the equity of benefits relative to
the incurred costs of each interaction. Hence, ve can think
of this theory as icvelwiag a perscnai cost-benefit
analysis.

Vhen a leader is elected by the group or enmerges froms
the group, it is 1likely that the 1le¢ader is esteemed and
valued by the group. Furthermore, the legitisacy »f such a
leader is derived from the exteat to wvhich he or she is
accorded authority by the qroup. tThe benefits accrued by
the elected leader are likely to be incrzased status, esteca
and a greater degree of iantluence. In return £or their
cxpended effort (cost), che subordinates say place greater
desands (benefit) on their leader.

In situations in which the leader is fotsaily appointed
by an outside (of the Jroup) source such as the forweal
organizatioa, the direct social exchange between leader and
subordisate is not as cleact. Peing agpointed by aa outside

source, a foreal leader probably wvould agt be esiecexd to
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the same extent as &n elected leader. Yor instance, the use

of praise as a benefit to subordinates vho exert extra
effort in an assigred task could be vieved by the
subordinate as false flattery and siamply a reflection of the
"coapany line", How would an appointed 1leader derive
esteen? Probably through repeated descnstrations of
coosideration for subordinates and also evidence of
tachnical expertise that facilitates accosplishment of group
goa.s.

It has been suggested (Jacobs, 1974) that social
exchunge principles alsu oferate in leader-subordinate
cransactions within formal organizations such as the U.S.
Army. Obviously, am appointed leader, such as a 2ad
lieutenant, does not have much flexibility to sigonificantly
nodify assigned missions. It is paramsount, therefore, that
the lieutenant be able to influence the platccn to operate

in a manner which is favorable to the overall sissioo of the

company.

The

eader wmust be able to influence decisions vhich

-

the subordinate sakes when comparing his or her position to
that of other subordinates and to the organization as a
vhole. The leader should be avare that the subordinate's
sense of equity often depends upon a coagariscr of che
benefits and costs of otner subordinates shc are also
iavolved in an excbange with the leader. A young enlisted

scldier vay clais that the asount of extra tise speat io
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preparing a wmotor pool for inspection is not justified inm
relation to the amount of recognition or fraise which will
be derived from the completion of thess duties.
Purthermore, that soldier may also feel that cther meabers
of the platoon wvhc are not “pulling their share" of the
assigned tasks vill receive that same aaount of recognition.
It is the responsibility of the leader to copamunicate the
justification of the cost/benefit ratios to the satisfaction
of the involved subordinates. The success of such a
cosaunication would depend upon the leader's ability to
demonstrate sensitivity to the needs and exfectations of
each of the subordinates.

Jacobs (1974) distinguishes betwveen the concopts of
leadership, power, and authority. Pover is defined as “the
capacity (o deprive aaother of needed satisfaction or
benefits, or to inflict 'costs' on hie for noncoepliance
vith the influence atteept® (p. 230). Authority, on the
other hand, is vieved as a property of the felationships
between positions in anm organization. Authotity exists as a
tesult of “coasensuvally validated role ¢xpectations for the
position incuabents involved® (p. 231) . That is, both
pacrties of thke vorking relationship agree on what role each
is expected to fulfill ia achieving the crganizatioaal
gJoals. In sany foreal ovganizatioas, particularly the U.s.
Avey, a leader's authority is cleary defined by a set of

rules or eodes to wvhich all sesbers of the organizatioa
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agree to  adhere. Leadership is considered as *an
interaction between yersons in vhich one presents
icformation of a sort and in such a manper that the other
becomes convinced that his outcomes (benefits/costs ratio)
vill be improved if he beha~es in the sanner suggusted or
desired™ (p. 232).

Jacobs vieus leadership as the wost difficult of the
three processes to define and notes that an effective leader
aust bave good cosmunication skills and should be able to
influence subordimates without sole reliance upon eithec
pover ot authority, The overuse of either power or
authority as a means of influence will lead to increased
resistance aaonqg subordinates and a decrease in qroup
effectiveness. Thus, Jacobs recosmwends that leadership
training should concentrate upoan improving a leader's
cossunication and social exchange skills soc as to reduce
the need for intluence based upon pover ot duthority.
whil:s Jacobs has interpreted his theory as beiuy consistent
with past crfsearch, rthere is no eespirical evideuce
available which directly rests specific predictions decrivea

frcom his theory.
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Ihe Vertical Dyad Linkage Apprgach

The most common approach for studying the leadership
process has been to examine the relationship betveen the
leader and the group as a vhole. The vaiidity of this
approach depends upon tvo key assueptions. First, it must
be assumed that meabers of a wvork group are sufficiently
similar on relevant dimensions so that ¢the focus of
attention can be the wvork group itself, rather ¢than
individual members of the group. The second key assuaption
of the traditional approach is that the leader interacts
vith each of the individual qroup ameabers in ezactly the
sase vay. This approach assuames that any variation between
groyp aeabers' perceptions of leader behavicr is due to
*error*® in the investiqators' measuteaent of the meabers!?
perceptions.,

Graea, Dansercau, and Minasi (1972), offering an
alternative approach to the study of leadership, suggest
that the variation in group meabers® perceptions of leader
bebhavior may aot be due to secasurement e¢crot, but ratheg
results from unijue individual leader-mewber intetactions.
fIn other vords, individual yroup sesbers petceive the leader
differeatly vecause the leader does, - ‘w',. iateract witwh
cach =t his or her subordimates diffecrently. This approach
hor been versed the Yegrjcal Ayad Linkage (¥QL) sodel of

leadership and tecognizes that the assusgtiocns of the
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traditional approach may not hold (i.e., all individuals ia
the group are not the “same® and the leader interacts with
each group member in a unigne manner). The VCL model makes
the folloving assusptions about leader-sesber interactioans
(Dansereau, fashman, and Graen, 1973 p. 187-188):

(13 Tbe Dbehavior of a leader towards a subordinate
depends upon the relationship of that particular subordinate
and the leader.

(2) That different group meabers will respond quite
difierently to the same lealer behavior.

If you ¢think of sose past leadership exgerience that
you have had, such as in studeot government, HCTC duties, o1
on the athletic ¢€ield, you will probably realize that you
interacted vith each of your subordinates in a different and
unique manner. This is, in fact, to be expected since a
good leader is responsive to the different needs and
abilities of each of the yroup sesbers. In locking back
upon your past experience as a leader, you vwill probably
also realize that if yov had the ogpportumity t> address the
group as a vhole, it was only to convey Qaneral information
that xas aot of a jersonal aatute.

The VOL approach focuseés upou each wesher of whe
leader-subordinate dyad. 0©¢ special interest, thetefore, is

the nature of the vertical eéxchange that takes place betveen

the Jleader and subordinate. the development of this
vertical exchange, ot leader-sutocrdinate vorkiag
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telationship, has been suygested (Dansereau, Graea, &ad
Haga,1975) as taking one of tvo general forms: Jeadership
or gupervisjon. A leadership relatjonship is based upoa the
ionterpersonal exchange betveen a leader and subordinate and
pot on reliance upon formal authority. This type of
relationship is characterized by autual trust, job latitude
negotiation, greater subordinate job responsitility, and job
freedoun. The leader feels that the subordinate is capable
of success on the job and therefore, behaves .a
coasultative sanner with the subordinate. As the
subordinate desonstrates acceptable work petrformance, the
leader reciprocates: by alloving the subordinate wmore
responsibility and autonoay. This additional latitude
produces more trust by the scbordinate and results iz a
better working relationship vith the leader.

Conversely, a gSupervisory relationshiyp is
characterized by the use of formal organizaticnal authority
in the voereical eichanges that cake place betweeen a leader
and subordimatu. Ilan ovdetg to rewain eszloyed, the
subordinate foliovs the rules and regulations set forth by
*he¢ otganization coacerning  his positien. In the
supervisory relatioaship, the Lleader fteels thkat the
subordicates a2ce unabie to get the job done without closze
supetvision. As a result, ehe jeader structuges the job so
that the role of each subordivnate i3 sade clear. In return

for satistactory vwork potforeance, the leader revatds the
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subordinaze vith formal orgyanizational rewvards,such as pay
and prosotions.

The VCL approach to leadership vievs these leader-
supordinate dyadic relationshigs as dynamic. Furtheramore,
the VDL aodel posits that for nevw organizational sembers,
tke esmerqing leader-subordinate vertical exchanges wirll
develop into either leadership or supervisory relationships
as a function of cgrtain other factors, such as subordinate
ability and personality. In fact, Dansereau, Graean, and
Haqga(1975) sujqgest that the wost ispotrtant factor in
detersining the pature of the leadecr-subordinate
telationship is the amount of negotiating latitude afforded
the subordiaates ia defining their work roles. The coacept
of neqgotiatiaq latitude is based upon the extent ¢that the
subordinate is able to patticipate in the definition and
execution of group and individual work related matters. The
qreater the neqotiating latitede given the subcrdinate, the
sote likely it is that the leader-subordinate relacioaship
is oue chatacterized Dy leadership rather thaan supervision.

The rtelevance ot cthe VEL eodel to the leadership
behavior of the nevly coasissioned lieutenant aay seaoon
obvious, As a plaroon leacet, the lieutenant sill develop
diffelent vtypes of leadership celatioanships wioh difforent
platson scebets. For eaasple, the lieutenan® vay bhave sreas
cespect for one Of his sguad leades's technical competeace

and trust ebhis perzon's ability to lead his gt Dhet squad.
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With *his squad leader, the lieutenant is likely to develop
a leadeorship relationship and allov the squad leader a great
deal of freedom in jeading his o1 her squad. This type of
relationship vill grobably last as long as the squad peiotras
veli.

In contrast, consider the situation faced by Lt. Joaes
as described in Section 1. Lt,. Jones has a squad leader vho
seess to be having probless. 1f the squad leader caanot
handle his or her troops or if Lt. Jones does not trust the
scuad leader's techmical competence, then a supervisory
relationship may evclve betweea Lt. Jones aund the squad
leader. Under these circumstaances, Joaes may closely
supervise the squad lecader, ever to the extent of telling
the squad leader exractly hcv to do things in the squad.

In ar. atteapt to provide eapirical support for the VDL
model, Dansereau, 6raen and aga (19795) tested the
hypothesis that, *neqgotiating latitude withian the vertical
dyad will ptoduce leadersbip telations vhen given in
geberous amouats and will produce supervisor telations when
given in weeager asounts." (p. $0). The reseacrchers
collected data {rom sizety leadecr-suhordinate dyads over a
period of nise socths, These date iacluded seasures of
negotiating latitude, lcadert's attenction giveo to iandividual
sabordinates, leader support behavios, dyadic probdless,
Jiffereat organizational bdehaviors io which the subordianates

chgaged, and bov discrepant ‘hese organitaticunal behaviors
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vere from tbhose vhich the leader wvished thes to perfocs.
Subjects vho reported high level:; of negotiating latitude
4ere categorized as %“ia“ group aembers -ad those wvho
reported lov levels of negotiating latitode vere classified
as "out® group mesmbers. “In® group sembers reported: (a)
sore atteantion and supportive behavior froe their leader;
(b) less discrepaocy in their vork behavior fros vhat they
or their leader desired:; and (c) fever probless vith their
leader. Iz geaclal, the diiierences between "in®™ and "out®
qroup sesbers resained stable cr increased over :ize.

Other studies have found that relative toc *out® group
seadbers, "“ian® group members bhave more positive attitudes
tovard vork in genera} (Cashman, Dansereau, Graea, and Haga
1976) : relate that their superiors use sore tefercat and
c¢xpert pover but less coercive power (Graem and Cashean,
1975) ; shov Dbigher levels of agreement with leaders
concerning the seaning of sutually experieanced situvations or
events (Graen and Schiesaan, 1978). In ganecal, the above
findiags provide consideradle support for the conteation
that subordinates who receive bdigh levels of aegotialting
lacitude (*in" group wsemders) develop better workiag
celationships vith their leaders.

The next theory which eill be discussed focuses upoa
anotber aspect of the leadetship process. This rheory is
based on the assusption that over time the wor group

changes and the ledadership behavior sust alsu chaage for
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effective leadership to occur. tence, the bhebavior of both

the leader and the subordipates change over the “life-cycle®

of the work group.




Situatjopal leadership Theory

The Hersey anld Blanchard (1969, 1977) approach (also
referred to as Life-Cycle Theory) to the study cf leadership
places its prima.y emphasis upon the @maturjty of the
individual subordinate or group of subordinates that is
being led. The concept of wmaturity is defined as "the
capacity to set high but attainable goals (achievement
aotivation), willingness and ability to take responsibility,
and education and/or experience of an individual or a group"
(p. 161, Hersey & Blanchard, 1977). This coacept of
maturity involves the two factors of Jjob wmaturity and
psychological maturity. Job maturity refers to the ability
and technical knovledge to do a task and psychological
maturity refers to feelings of self-confidence and self-
respect. iersey aand Blanchard propose that the maturity
level of a subordinate amust be determined within the
coufines of a specific task. That is, a subordinate may
have a high level of maturity with reqard to one task and at
the same time have a lov level of maturity with respect to a
different task. In general, it is assumed that as
subordinates gain on-the-job experience vith a specific task
ovaer tisg, then their mcturity level, both individually and
as a group, will increase. Situational leadership theory
postulates that in order for effective leadership to occur,

the leader must understand the relationship tetween his or
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her leadership style and the particular asiurity level of
the subordinates.

Situational leadership theory comnsiders the effactive
leader gs the poerson who changes his or her leadership style
in the gapner vhich is appropriate to the chapaing maturity
requiremepts of the w~ork gqroup. Tc demonstrate this
assertion, Hersey & Blanchard use the exasple of pareats who
must change their parental style as their children mature.
Since a young child is faced with an ambigquous and
unstructured environment, the parent asust provide close
supervision and a bhighly structured eovircpaseat for the
child. As the child matures, the nee? for clcse supervision
decreases and the child is alioved a greater degree of
autonoay. ?iring adolescence this indepedence reeds to be
supplesented by parental support and concern. Upon reaching
adulthood, the need for parental gquidance and support is
diminished. A leader and a qroup will interact over the
"life cycle® of their relationship in a wmanner which
resesbles the parent and the child, Pigure 2-2 illustrates
the "life cycle" of a groug. This same diagraa aay also be
applied to a single individual wvithin the group. The first
quadrant represents the situation of a anev and inexperienced
vork group (or iandividual). The primary respgonsibility of
the leader is to jpitiate structure and teach scbordinates
those skills that ate necessary for task accosplisbacnt.

Less caphasis is given to relationship oriented behaviors.
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When the subordinates have becomc somevhat familiar

vith the requirements of the task and coansequently have

gained task maturity, taey wmay be vieved as occupying 3
quadrant-2, At this point the leader shculd engage in

relationsaip oriented behavior. The leader aust continue to

Yo

structure the environment and eamphasize the sore subtle
aspects of the task. The relationship oriented tehavior of
the leader is needed to wnmotivate subovrdinates to continue
learning the task and to facilitate commsunication. Open
conaunications nwmust be established ian otder tor the
subordinate to receive the type of feeddack required to
mgster “he task.

¥hen subcrdinate(s) display a coaplete undetstanding of
their task and are able and willing to accept tresponsibility
tor their work, the subordinate is assumed to exist wvithin
quadrant-3, The lcader may nox use a bhigh telationship-
oriented style. Since the group 1is mature with respect to
the task, the leader does not need to ewmphasize task
structure. The high relationship oriented leadership style
should facilitate a bhetter work group atmosphere and greater
group cohesiveness. ¥hen the group perforas as a cohesive
unit, the work qroup may be considered to te fully matuve

and at quadrant-&. Since the group is nuow able to work

independently, neither task oriented &of relationsaip ‘.

oriented behavior are requitred froa the leadel.

IS, 20 e, N

Hlersey and Blanchard state that the prisary indicators
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of vhen leaders sbould change their style are observable
changes in vork group pertormance. They alsc ctate that a
leader should be flexible enough toc change his or bher
leadership style in a backwvard direction should there be a
decresent in performance. The prisary deterainant of
decreased performance 1is assumed to be a lowering of
expectations followed by lovered performance vhich serves to
reinforce the lov expectations. This say easily result in a
vicious circle and wsay deamand a long ters intervention
pruqgrae for recovery.

As is the case wvwith 4 nusber of previously revieved
leadership theories, no research has been reported which
directly tests predictions =made by Hersey &€ Blanchard's
theosy.

The final theory o: leaderuhip revieved addresses an
asprect of the leader's role which you will find preseat in
every leadership position you will hold; nasely, the

responsibility for saking decisicas.
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FIGURE 2-2
LIFE CYCLI OF A GROUP#

A

‘ 3 I Low Task T High Task ‘ Z
High Relatiouship Hieh Kelationship
t
f
Low Task High Task
Low Relationship low Relattonship )

* Arrous {llustrate noymal development aof group matuvicy,

but sroup changes can occur in elther divection aloug

the arvoe path-way.
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¥goom's Degision-Making Model of Leadegship

One of the most prolific models to be used in the study
of leadership is the decision-saking wsodel presented by
vroom (Vroom, 1976b; Vroom & Yetton, 1973; Vroom & Jago,
1974y . The approach represeats a norsative model of
participation in decision-making and addresses the guestion
of hov much participation should be given subordinates when
a leader is involved in a decision-making situation.

Vrooa has developed a taxonomy of decisiosn processes
that are available to a leader in solving individual or
group probless. These processes are shovn in Table 2-1 and
are ordered according to the iacreasing oggortunity for
subordinates to influence a 1leader in soiving a probles.
The processes ranqe frtom cosplete autonoey of the leader to
total participation by the leader's subordinates.

The intent of the sodel is to aid a decision maker in
selecting those procasses (Table 2-1) vhich are wmost
appropriate for the probles confronting the individual. To
begin with, Vrooe has delineated eight probles attributes of
decision-msaking situations. To aid the leader in this task,
these attributes are formated as yes-no guesticns wvhich are
ansvered in a scguential order; i.e., a "Jdecision—-tree.%
The ansver to each question determines the track which the
individual vill follov in the final detersination of which

process ot processes vill te best for tbe particular
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situation. These eight questions are presented in Table
2-2. The queztions address two basic characteristics of any
decision. The first characteristic is the quality of the
decision. The second is the acceptability cf the decision
to the subordinates. Given that the decision make:r is able
to judge the status of a given probles on each of the aight
attributes, certain decision processes are e¢liminated and
the decision maker eventually is left with a feasible se* of
decision processes.

Inaerent in Vroom's wmodel are seven basic cules which
atteapt to protect both the quality and acceptance of the
decision, Three of the rules relate to the saintenance of
decison quality, while four relate to acceptance. The rules
are as follovs (Vrooa, 1976b):

1. The Infogrmation Fule. If the qualtiy of

the decision is dimportant and if the 1leader does

not possess enough information or expertise to

solve the probles by himself, Al is eliminated

from the (feasible set. (Its use «risks a low-

gqualivy decision.)

2. TIhe Goal Comgguence Bule- YE the quality

of the dJdecision is ieportanrt and if the

subordinates do not share the organizaticnal goals

to be obtained ia sulving the probles, GII is

eliminated fros the feasible set, (Alternatives

that eiiminate the leader's final cootrol over the
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decision reached may jeopardize the quality of the
decision.)

3. The Unstpuctured Probles Ruyle. In
decisions in which the quality of the decision is
important, if ¢the leader lacks the necessary
information or expertise to solve the fprobles by
himself, and if the problems is unstructured, that
is, he does not knov exactly shit information is
needed and where it is located, the sethod used
sust provide not only for him to collect the
information but to do so in an efficieant aad
Rethods  that involve

effective sanner.

interaction aaonqg all svbordinates with full
knovledge of the probles are likely to be both
aore efficient and sore likely to generate a bigh-
quality snlution to the problea. Under these
conpdivions, AI, AXl and CI are elisinated froa the
feasible set. (ALl does not provide for Ahis to
collect the necessary information, and AXI and CI
represent more cumsbetsome, less effective, aad
less efficient aeans of btringing the necessary
information to bear on the solutios of the probles
than asethods that do peteit those with the
necessacry information to interact.)

4. The Acceptance Rule.

of the decision by subordinates is critical to

1f the ccceptance
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effective isplementation, and if it is not certain
that ap autocratic decision sade by the leader
vould vreceive that acceptance, Al and AII are
eliminated from tle feasible set. (Neither
provides an oppoirtunity for subordinates to
pacrticipate in the decision and both risk the
necessary acceptaance.)

S. 1Ihe Conflic: fule. If the acceptance of
the decision 1is critical, apd an autocratic
decision is not certain to bhe accepted, and
subordinates are likely ¢to be im conflict or
disaqreement over the aprropriate solutien, &I,
AIT, and Cl are eliminated from the feasible set.
(The method used in solviaq the probléea should
enable those in disagreement to resolve their
differences vith full knowledgu of the problew.
Accordingly, under these counditions, Al, AII, aad
Cl, vhich involve no intcraction or only “one-on-
one% relatvionships and, rherefore, pIcvide no
opportunicy for those in couflict to resolve their
differences, are eliminated fros the feasible set.
Their use runs the risk of leaving sose of the
subordinates with less than the necessary
cossitment to the fimal decision.)

6. Ih¢ [FajLress Rule. If the quality of

decision i3 unisportaat and if accegtance is

-104~
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critical aed anot certain to result from an
autocratic decision, AI, Al CI and CII are
elisinated from the feasible set. (The aethod
used should saximize the grobability of acceptance
as this is the only relevant cousideration in
determining the effectiveness of the decision.
Under these circumstaonces, AI, AILI, Cl, and CIlI,
vhich create less acceptance or cossitsent than

GII, are eliminated from the feasible set. To use

thea is to run the risk of getting less than the
: needed acceptasce of the decision.)
g 7. Ihe Acceptagge Priorf{ty Rule. If
3 acceptance is critical, pot azsured by an
autocratic decision, and if subordinates share the
o { ‘ organizational goals relevant to the probles, AI,
A11, CI, and CII are eliminated from the fecasible
set, (Bethods that provide equal partpership in

the decision-making process can provide greater

acceptance without risking decision quality. Use

of any wethod other thas GII results in an

unnecessary tisk that the decision will not Dde

fully accepted or receive the Aecessary coseitaent

on the paret of subordinatas.) (p. 1541-1542)

Let us examiae e¢xactly hov a person wmight use VYroom's
sethod by exaaiving the decision ¢low-chact givea ia Figure

2-3. Tbhis chart (¥rooe & Yetton. 1973, p. 194) presents the
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eight probles attribute questions, the tracks which would be
folloved upon ansvering each attribute, and the feasible set
of soluticas for a given situation. ¢
To illustrarte the wmethod, let us coansider a new
lieutenant vho has Jjust assumed the comsand of a platnon and
is faced vith the decision to select cne of three
subordinates for entry into the DBasic ANon-Coasissioned
Officer (BNCO; Traioiug Progras. First, the officer smust
ansver question A: Is there a quality requiresent such that
one solution is likely to be more rational than another? It
is liXely that the officer will answver *"yes"™ since one of
the individuals is sost likely to be more qualified than the
others. Proceediug then to question B, the cfficer ansvers -
the questioa of wvhether he or she has sufficient informatios
to sake a high ¢uality decision. Being new tc the platoon,
it is likely that the officer bhas not et obtained the
necessary iaformation with which to assess the individuals.
Therefore, the aaswer %o question & vould te “co™ and the
aext guwstion is coasidered. (Question C, which asks whether
the problem is structurssd, would opecessitate that the
ofticer kaov what informsation is needed a0d whete it may be
obtained. The¢ ansvet would be “yes® sisce the necessaty
qualifications for eciry into 3MCO are roadily available and
both company records and personal cootact with the platooca

serqeant vould provide access to this ioforsation. (Question

e .
S A e b,

: D cocteras wvietker (bt acceptance of the lcader's decisiosn
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by the subordinates is «critical to effective isplesentation
of the decision. Since the selected individual would pot be
influenced by the other subordinates while in BNCO, the
answer to the question would be “po®. The pexr questioan,
question B, would also be %go* since the sutordinates who
are not selected would scst likely question the vilidity of
the decision.

Looking at the flow-chart, the feasible set of
decisions is Set 10. Since the situatiou is basically a
group problem, the feasible set imncludes AIf, CIl, and CIIL.
Fros Table 2-1, it is obvious that these tiree decision-
making processes are siwmilar to the esxtent that the final
decision pus: be pade solely by the jeader and that the
leader pay gshare the probles with subotdinates. The
celectior of the single most agpropriate grocess would
depend u;on consideration of such varialles as the asoun* of
time available to make a decision and the degree to wkich
the leader wishes to involve the subordinates ia the
qathering of inforsation.

the model as presented is based upon the least anumber
0f man-hours which would be required {or a decision. Vroos
{(1974) 2as suggested that in the eveat that the decision
process is not constrained by a vime-facrtor, a0 alternative
approach say be used that places less weigdt upon the tise-
factor and wsote veight wujon subordioate parvticipation and

develcpeent.
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This concludes our reviev of tbe contesgcrary theories

of leaderskip. If you wish to obtain sore inforsation about

any particuiar theory, the references cited represeat the

starting point in your search for additionmal kanovledge, Tic

next section of the text will present 4 general wmode)
vithian vhich you can integrate these different viewpoicsts of

leadership.
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TABLE

2~1

DECISION~MAKING PROCESSES

Group Problems

Al.

tndividuai Problems

You solve the problem or make the
decision yourseif, using information
available 1o you »t the time,

All. You obtain the necessary information

cL

({18

from your subordinastes, then deciuge
the solution to the problem yourse!f.
You may or may not telf your sub-
ordingtes what the problem 15 in get-
ting the information from tieem. The
role played by your subordinates tn
making the dectsion is clearly one of
providing the necessary information
to you, rather than generating or
evaluiting alternative solutions.

You share the problem with the rai-
evant subordinates individually, get-
ting their idass and suggestions with.
outbringing them rogether as a
qroup. Then you make the decision,
which may or may not reflect your
tubordinates’ influence,

You shara the problem with your
subordinates s a group, obtaining
their cotlective ideas and suggRs-
tions. Then you make the decision,
which may or may not reflect your
subo/dinates’ influence.

Glt. You shate the problem with your

subordinaies as » group, Together

You gencrate and avaluate alterns.
tivas and attempt 1o reach agreement
{consensusi on & solution, Your role is
mwch like that of chairman. You do
hot try to influence the group to adoept
“your" solution, snd you are willing
to sccept and implement any solution
which has the support of the antire
group.

Al. You solve the problem or make the

All.

Gi.

Dt,

decision by yourself, using informs-
uon avaifable 10 you at the ume.

You abtan the necessary information
from your subordinate, then decide
on the solution to the problem your.
self. You may or may not teli the
subardinate what the probiem s 1n
getting the infarmation from him,
His role 1n making the decision s
clearly one of providing the necessary
informavion to YOu, rather than gen
erating or evaluating alternative
solutions.

You share the problem with your
subordinate, getting his ideas and sug-
gestions. Then vou make 3 decision,
which may or may not reflect his
influence.,

You share the problem with your
subordinate, and together you
analyze the problem and arrive ata
mutuaily agreeable solution.

You delegate the problem to your
subordinate, providing him with any
relevant information that YOu pos-
sess, but giving him responsibility for
sclving the problem by himsell, You
Ny Of may not request him to tell
You what solution he has reached.
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TABLE 2-2

PROBLEM ATTRIBUTES

Question A

Is there a quality requirement such that one solution is likely
to be more rational than another?

Question B

Do 1 have sufficient information to make a high quality decision?

Question C

Is the problem structured?

Question D

Is acceptance of decision by subordinates critical to effective
implementation?

Question E .

If you . were to make the decision by yourself, is it reasonably
certain that it would be accepted by your subordinates?

Question F

Do subordinates share the organizational goals to be obtained in
solving this problem?

Question G

Is conflict among subordinates likely in preferred solutions?

~11l-
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SECTION III: A MODEL OF LEADERSHIP DEVELOPMENT

leadership Theory agd the New Leader

After reading the reviews of the current leadership
theories and research existing ia the field <c¢f psychology,
you might ask if this discipline has anything other than
confusion to cffer the student of leadershifg. Certainly,
psychologists offer no siuople foraula or set of rules on how
to become an effective leadei. It you ¢thiank about how
complex the job cf a leader is and @aocv sany different
leadership situation there are, then you will understand why
such a foraula does not exist. However, this does not gean
that one cannot develop a model of leadershifp to serve as a
guide and tool in the search for an understanding of the
leadership process. The purpose of this section of the
text is to present a model of leadership vhich will be of
practical use to students who are interested in the
leadership process. Having Just finished the reviev of
existing theories of leadership, you probatly vonder wvhat
advantages vould be gqained by the addition of another model
of leadership. Hopefully, you will find this nev model to

be somewhat different.

-113-
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The primary cgpurpose of the wmodel is to integrate the
information discussed by the various theories and teseacrch
existing in the leadership literature. The focus of the
#odel is not on specific leadership principles or specific
situations vhich call for one type of leader Lehavior versus
another. Instead, it is a tool to be used in gaining a view
of the leadership process as an integrated shole. once you
have been able *o viev the *"big picture®, you wvill be
better able to see where you fit into the picture. It is
much easier to decide how to accosplish a goal if one first
knovs where one stands iuitially. For example, if you knevw
that you wanted to drive to Chicago and did not know whether
you were in California, #innesota, Virginia, or Florida, you
would not really know how to start. Do ycu gc south, north,
west, or east? If someone handed you a mafp of the Gaited
States wvith a big X marking your initial starting point,
then your task would be greatly sieplified. This is the
functicn which a model of leadership should serve. The
model should provide you vith a more coamplete plcture of
the leadership process and allov you ¢to place an X marking
the spot vhere you currently stand in relation to this
process. Once you know wvhere you stand and vhere you wish
to go in becoming an effcctive leader, the model should
provide you with some knowsledge vhich will make your task
easier.

As vas noted earlier, it is impossible tc¢ prcvide a

“114-
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completely foolprouf set of rules or foramulas gquaranteeing
your success as a leader. Going back to our analogy of a
sap of the United States, it i3 unlikely that anyone could
give you directions so specific that when you left your hose
to travel to Chicago, you knewv exactly bhov eany right and
left turas you would make and their specific sequeace.
Instead, you would find major alternate routes mapped out.
This is vhat our model will hopefully accomplish. It will
allov you to see the major routes you may follov in becosing
an effective leader. Likewise, it will provide you with
alternate routes if you unexpectedly rum int: a barrier in
your course of development as a leader. Hovever, it cannot
give you specific directions or rules which cover every
specific situation.

The wmodel «which wvill be presented is directed at
describing the leadeiship process in formal organizatioas
such 4as a4 business or the military. That 1is, the asodel
deals primarily vith the situation in which a leader s
appointed to lead a qroup of individuals for the purpose of
achieving a particular task or mission. fou vill f€ind,
howeser, that many of the principles included in the model
are also relevant to the leadership process io less forsal

settings.
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Orqgapizational Matyrity

In order to develop a sodel of leadership which
presents a broad picture of the leadership preccess, we pust
first discuss some concepts which will allov you to viev, in
the proper perspective, all of the theories of leadership
you have read. Perhaps tvo of the most basic and isportant
concepts vhich have been larqgely ignored bty leadership
theorists, wvith the exception of Hersey and Blanchard, are
those of timec and wvhat ve shall 1label *"organizational
matucity®. Leadership, like aany other behavioral or
psychological process, occurs over a feriod of time.
Closely related to the concept of leadership occurring
4cross a particular time period, is the process of
organizatioaal maturation. As you should reaeaber,
situational leadership theory focuses wupon the concept of
group maturity and change in leadership over time. Ve will
begin by expanding upon the concept of changes in the
leadership process over time and examining the degree of
experience, or organizational maturity, of not cnly the work
group as a whole, but also the leader and individual
subordinatas as wvell. This approach will allov us o
develop a wsodel of the lcadership process which will
integrate saay of the approaches to leadership whkich
curreatly stand as separate, and indepondeat descriptions of

vatious aspects of leadership.
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The manner in which "organizational maturity" is used
in the present «context does not refer to the chronological
age of the orqganization. Instead, organizaticnal maturity
refers to the degree of experience and uaderstanding which
an individual or gqroup has concerning the particular
organization in which they operate. Organizational paturity
is specifically concerned with several aspects of experience
and knovledge which influence one's ability te function
effectively in the organization. Think of huw you have
changed since you first arrived at college. Regardless of
how vell prepared you wvere to caore with college life, you
have probably learned 4 great deal over time about how to
get things done pore efficiently withirp the college
environment. You have 1likely learned a number of things,
such as, which classes are best to be avoided and also how
to register for classes or bhuy books with the least amount
of time spent waiting in lipes. These are exaaples of
knovledge which you could gain only by Ltteracting within
the college envitonment. This is the «type of knowledge
vhich contributes to “organizational saturity* wvithin the

college eavironaent.

Organizatiopal Masupjity: Its Definition and Dimepsiong

The orqganizational saturity of an individual includes a

auaber of related skills which are acquired ovar tisae. An

individual®s organizational maturity is defined as including
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the individual's:

(1) technical competence,

(2) communication skills,

(3) human relations skills,

(4) knovledge of the organizational structure,

(5) understanding of different types of power and

influence, and

(6) understanding of his or her role in the

organization.

Each of these dimensions is important and will be
discussed in scue detail. In the discussion that follows,
it vill become apparent that different dimensions may be
more important to the perforsance of differemt Jjobs. For
2xasple, a receptionist say need very good cosaunication and
husan relations skills due to extensive contact with other
individuals. On the other hand, the onperatcr of a large
piece of construction equipment smay need highly developed
technical skiils and relatively few coamunication apnd human
relations skills. Hovever, due to the coeflexity of the
leadership process, all six disensions are isfortant for the
effective performance of a leader, tegardless of the
specific setting im which they are working. To this end, if
one defises the leadership process ia terms of influence
vithout reliance on foraal authority, all six disensions of
orqanizational wmaturity acre isportant for effective

leadership.

=118~
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Techpical competegce. We vill beginm our discussion

with the dimension of technical competence. The tern

technical competence refers to the *hard" skills or
knovledge required to petrform various tasks. This type of
knovledge cam often be obtained froam books, technical
manuals, or lectures. Por exawmple, the knowledge of
calculus and use of a slide rule or calculator are part of
the technical cospetence required of an engineer. BRilitary
officers are expected to possess technical competence 1in
areas such as reading maps or using a coapass. While a
vorker perforaing a job such as operating a fork 1ift say be
required to be technically competent im cnly a limited area
of knowledge, a leader is often required to havc at least
soae technical ccapetence in all of the primary tasks
perforsed by the work group. For example, a licutenant wmsust
have at least a rudiventary koowledge or techaical
coapetence in all of the areas or tasks performed py meabers
of his or her platoon. This does not sean that licutenants
aus: be able to perform every task theaselves. (fadeed,
many officers vwill fiod theaselves leading subordinates vho
have undetrqgone extensive techanical training to perfect
special skills.) Rather, the officer should at least know
vhat tasks anst be accomplished even if he ot she does not
know specifically how they are done. #ithout this level of
technical cospetence, you can easily imagine that it would

be impossible to cvaluate subordinates or ccordinate theit
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efforts. fThus, it is absolutely critical that a good leader
be technically cospetent. Subordinates ate net likely to
respect an incoapeient leader nor be villiang to follow his
or her orders when their lives are at stake.

Think of the coach of a professional fcotball tean.
The coach may zot be the best quarterhack or gass recgjiver,
indeed he may mever have been a quartefback. Hovever, the
coach wmust have a great deal of technical coapetence in
football with regard to knowing wvhat to do and vhen to 4o
it. Players on the football team itself are the specialists
vho carry out the tasks. The coach is likely to be
respected by members of the team to the extent that ae bas
the skills and knovledge which allov bhis tc make correct
decisions and provide the quidance needed for the tesz to
vian, The technical cospetence needed by a silitary leader
is similar, The silitary leadei must knov wvhat needs to be
done ard wvhea, so that probless can be identified and
strateqgies aad tactics developed vwhich will lead to
successfyl coapletion of their unit's missioon. Just as the
head football coach bas defensive and offeusive coacbes to
train players in specific skills, Acwny cfficers have a qroup
of NCO's to traio their soldiers ia specitirs technical
skills needed to perfora theit job.

Thus, wkile technical cospatence is iegottant to the
organizational waturity of hoth the leader and subordinates,

the scope and depth of the techeical tospetence needed by
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these individuals is differeat. A leader necds a broad
scope of technical cospetence in a4 variety of areas. An
individual vorker, on the other hand, needs sore extensive
technical skills in a limited area. Individuals in a
position such as the offeasive line coach or the NCO aust
possess a fotra of techanical ccempetence iarcorpotating both of
the above extremes to a certain extent.

The leangth of tise required to becose techpically
ccupetent depends upon the nature of the tdsk that the
individual aust perfors. Often the process of gaining
tecihinical coapetence is a sequeatial process of building
upon skills achieved previously. As noted bhefore, some of
these technical skills or kanowvledge say be gained ia the
classroom or from books. Other techuical skills can be
gaiged only wvith on-the-job training or experience. Thus,
the loager am individual vorks on a job requiring the sape
techaical skills, the more he or she will have the
opportunity to becowe technically proficient and increase
this aspect cf his or het organizational maturity.

This is the last point at which the dimepsicn of
technical coppetence will be discussed la any great detail
in this text. The smodel of Jsadership to be dizcussed aad
the erercises accompanying the text coocentiate oa  the
usofe® skills of the leadet. The trsitaiang of ceechnical
skills is outsuide the reals of tdis covsse. You will

ceceive this type o traloisg ia otheg MOTC courses and in
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the Officer Basic Course.

coapunication skilis. let us briefly define the five
disensions of organizational saturity vhich can be
classified as “soft skills* or knowledge. All of these
disensions vill be addressed in amuch greater detail im later
sections of the text. The cospunication skills disension of
orgqanizational wmaturity is concetned vith hov wvell an
individual has learned to cossunicate in the organization.
This includes the receiving and tramsmitting of both verbal
and vritten inforeation and tke adequacy of *the
cossunication channels established by the individual. This
diseasion esay be the wmost <critical disension  of
organizational waturity for & leadut because alzost all
other leadershiyp skills detend upon the  ability to
cosaunicate.

Hupan zelations zkills. ‘The third dizension of
organizational saturity is husas relations shills. This
discasion facuses upon the understanding af culrvural
diffecrences or triases aGOny co-workers and subordinates,
the ability %o q9ive coasrructive criticiss and teedback, and
the sensitivity to tbhe feelings or esoticos of Gther
potsoas. This dizension of organizational matucity is very
closely related to the cossmunication divension and it s
unlikely that one can develop 9good kupan relatious skills
vithout first being able te coswunicare.

Yadegssanding ofqasizarional strugtuge. Koovledge of

122~




,{'-;ﬁ )

§ A R F SRS Tt et 4+

both the formal and infotrsal structure of the organization

is the fourth dismension ct organizational wmaturity.

Knovledge of the tformal structure can be defined as vhethet

the individual understands wbich petrscus im an organization

ate formally sanctioned to be resgonsible for the execution

of specific duties. Kpnowledge of the infcrmal structuy-e, on

the other haad, refers to an individual's uvaoderstanding of

the manner in which tasks actually get accosjlished. This

distinction does not preclude the possitility of a

substautia) degqree of overlap betveen tae forsal and

i-6 1 e cmdma
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Pover and influence. The fifth
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Aisension of

organizational wsaturity is related rto the iadividual's

understanding of diffecent types of power and influence

vhich are wused, or weight be used, by scabdbers of the

orgaunization. This understanding of pover aod influence is

not independent of the iondividual®'s understaadiag of the

organizationt's forwsal and inforsal structuces, or the

individual's huanar relations skills. Rather, these three

dimensions arc ianterrelated.

Your gole ia the ocrgamjzation. The final disension of

ofganizational matugrity is the individual's uynderstaadiang of

his ot het role ia the organizatioan. This flecludes konowiang

vhete ooz fits 1iato both the tormal and informal

arganizarional sStiuctures. 1§ also includes an

vadecrstaodiny aad ability to cope with the =rtcole asbiguivy
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and tole couflicts which wight occur vithin the
organizatioan.

The five "soft skill® diseasions of organizational
maturity, vhich ve have defined above, represent the priaary
focus of the training exercises, You will be perforeing

these exercises during the laboratory section cf the class.

Intesrelatiopshiy. of the Dimensjops of 0Qrganjzaticral
Hatycity

While we have discussed the concept of crganizational
maturity in teres of six dimensions, you should not thiak
that one vouid be able to wseasure an individual‘'s
organizational maturity by sieply adding up thae
individusl's scores on meacsures of each of the six
digensions. As we have already noted, these diseansions are
not irdcpeadeat, tather they arc isterrelated. To this
end, there is a raticnal order to the development of certain
diveasions of organizational weaturicty, particularly wich
tespect to a leadet's organizational maturity. As we pnoted
eariier, the developaent of human relations skills Jepeuds
upon tche previous developsent of coesdnication skills. In
a similar fashien, to uvanderstand the inforeal stryucrture of
the oOfganization ome wsust he aple o first es*ablizk s
seties of cossualcation wetworiks ethat will allow 1bde
gatheging of opecessary inforsation. the establishseat of

such Coasduicating teteails depeads on both cossueaicatioa
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and human relaticns ~skills. To acquire an adeyguate
understanding of different types of power and influence ia
an organization requires the use of human relations skills.
In addition, the 1leader must wunderstand hew individuals
derive power from their positions in formal and informal
organizational structures. Finally, to understand one's ovn
role in the orgamization, he or she must first know his or
her position in existing formal and informal structures and
the extent of power or authority he or she possesses.

The above developmeata! sequence fcr the various
dimensions of organizational saturity is an important point
to remember. The model of the leadership process which will
soon be discussed is based upon the assumption of this

developmental sequepce. This sequence 1is alsc importaant

when one is attempting to assess his or her own level of
organizational maturity and/or the organizaticnal maturity
of his or he subordinates. PFor subordinates, tae dimensions
of communication skills, human relations skills, and
knowledge of organizational structures should develop in a
manner silwmilar to that of a leader. For exaaple,
communication skills must be developed before the
subordinate is able to improve human relations skills. In
addition, these communication skills are needed to gather
the iaformation needed to determine what organizational
structures exist and wvhere he or she fits into these

structures. Communication skills, human relations skills,
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and technical competence, may all be impocrtant for effective

job performarce regardless of an individual's position in

the organization. For example, if a soldier lacks huaman N
relations skills, then he or she may have trouble relating
to the rest of the platoocn and, consequently, conflicts may
develop which lead to poor work performance. Likevise, if
the worker has not learned to 1listen well, he or she may
have difficulty following instructions from the leader.

You should now have a fai:: . 20d idea of what is meant
by the term "organizational matu-:"y." Before moving to the
model of leadership, however, you should understand several
aspects o* the relationship c¢f organizational maturity to
the time you spend in an orgamization, and what happens to
your level of organizational maturity if you caiange

organizations.

Geperalization of Orgapizatiopal Maturity

As you read the definitions of the six dJdimensions of

SRV INERTIMG a  e [

organizational maturity, you may have realized that the more
basic dimensions such as communication and human relations
skills are gqualities which an individual may possess
independeat of the organization in which he or she
functions. On the other hand, technical conmpetence,
kocwledge of the organizational structures, understanding of '
one's role in the organization, and the types of power and

influence used in the oryanization are dimensicns which must
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be viewed vwithin the context of a particular organization.
Therefore, if one moves from one organization to another,
his or her relative 1level of organizational saturity nmay
decline.

To the extent that an individual moves from one similar
vork unit to another, the organizational wmaturity gained
previously may generalize to the nev setting. However,
there may be a brief period of less efficient functioning
due to the time needed to establish comaunication channels
in the new work unit. Think about what it wculd be like to
transfer from one college to another. If both colleges were
on the quarter systena, vere about the same size. and
administrative proceduircc for registration and assignmeant to
classes were similar, then you would probably maintain a
fairly high level c¢f organizatioral maturity. On the other
hand, think of our example of the football coach. If the
coach moved from one professional football team to another
he would also maintain a fairiy high level c¢f organizational
maturity. If he moved to the position of coachirg a college
rugby tean, kis level of organizational maturity would be
quite low and he would need nev organizational skills. In
this case, he not only would have to establish new
coamunication chkannels, but since the organizational

structure at the college level would be different his role

vould also be different.

It is also isportant to note that organizational

-127~

~ e el o “ — NP




R A ——a

maturity may be specific to a particular organizational
level. For exasple, a lovwer level manager weaight be
considered organizationally mature 1in his or her present
position. If moved to an upper level management position,
the individual would have a low level of organizational
maturity until he or she learns the new role and becoaes
familiar with the wupper 1level organizaticnal structures.
Once again, consider your role as a student. By the end of
your senior year, you are likely to have acquired a great
deal of organizational maturity with respect ¢to the role of
an undergraduate student. If you rteturned to the same
colleqe the next semester as a graduate student with
teaching and/or research responsibilities, you may find that
you have nmuch to learn about your new role. #With respect to
this new position, you will have a level of organizational
maturity which is lower than that achieved the previous
year.

Increased levels of organizational maturity are assuamed
to increase the potential for the individual to functiom
effectively vithin the organization. This is true because
the individual's tasks should be less awbiguous and the
indivdual should be more avare of the resources available
and the proper channels to be followed in cbtaininy these
resources.

Increasing organigational maturity. The acquisition of

organizational saturity is not automatic. Rovever, over
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time a certain wmaturity 1level can be reached. If an
individual bhas the ability to 1learrn fros his or aer
experiences with the organizational struciure, then the
potential) to increase organizational nsaturity exists. The
extent and rate at which a bich level of organizational
saturity is reached will vary among individuals. This will
depend upon motivational factors as well as the individual’s
abilities. The development of husan relaticns skills and
the acquisition of knovledge about organizaticnal structures
requires active participation from the individual. Thus, to
gain a high level of organizational maturity, aa individual
sust be wmotivated. However, this does not preclude the
possibility that an indivdiuval wvho has a bhigh level of
organizatioral maturity may bhe motivated towvard
accomplishing persopal goals vhich may conflict with the

oxganizational gqoals of the work unit.

Groyp Haturity

Up to this point, re have been discussing
organizational wmaturity in terss of individuals, i.e.,
subordinates and leaders. One wmay also coosider the
saturity of the work qroup as a whole. fhen used ia this
sense, the teram "organizational saturity® refers to the
deqree of developsent that a gzoup of individuals bhas
achieved vhile vorking together. Ia a sature werk group,

both formal anud informal organizational structucres vill bave




evolved vithin the group. The group may also have defined

its ovn role in the organization by the establishment of

group goals and obijectives. '
We have devoted a qreat deal of time to discussing the

concept of organizetional wmaturity of the leader, the

subordinates, and the work group as a vhole. The reason for

the considerable concern of this topic is  that

organizational maturity is a central concept for the model

of leadership developaent which will be discussed shortly.

In fact, if wve return to our analogy of our model of
f;_ ) ?g leadership as a map, the dimensions of leader organizational
;, g naturity and subordinate organizatiomal wmaturity form the
if, north-south and east-west coordinates which ve will use to
orient ourselves as to where we must go or what we must do
to becose more effective leaders. To a coosiderable extent,
the organizational maturities of the leader and the

& } subordinates at the tise the leader unters a group define

the position that a leader occupies with respec: to

leadership develogpment. Knowledge of one's level of
organizational maturity relative to the organizational
satucity of the wvork yroup allows a leader te have a clear
idea of what is nceded to lead a group more effectively.

The sodel of leadership wvhich will nce te preseanted
vill be aa aid in assessing your postion as a leader vhen
you enter a group, and wvhat wsust be done to develop

uftective leadership. Ia lacter discussions cf the model wve
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vill suggest some altercutive routes you sight =consider in

achieving the goal of effective leadership.
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Ihe Developmental Hodel of Leadegship

The model of leadership which we shall &cwv present is
labeled the Developmegfital MHodel of [Leadershig. Ve have
chosen this title because the 1idea that the leadership
prucess is essentially a developmental prccess underlies the
model. The course of development of this leadership process
is determined primarily by the organizational asaturity of
the leader, subordinates, and the organizational unit foraed

by these individuals.

Assumptjons of the Hodel

As you vell knov from studying sciences such as physics
and chemistry, the forme and content f a model or theory is
shaped in part by the 1initial assusptions made concerning
the phenosenon of irtcrest. The developmental model of
leadership includes three rasic assuaptions concerning the
leadership process. Figrsr, the stage of g¢rganmizational
patarity of both the subordinates and leader are critical
variables moderating the optimaj] lsader-geaber

telationshipg. Ihe second agsupptiop is that the proper
unit for amalysis of the leadership procgss is the leader-
ipdividval sybhordipate dyad. Ihe final assusrtiop which is
critical o tpe @model is  that a  gecirrocal gausal
relatjouskip ¢xists hetwcen sutordinate and lsadex behavior
which 4is open ¢ ipfluence from outsjds forces. A
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reciprocal causal relationshig is one in which the behavior

of each individual in the relationship causes changes in the
other individual's bebhavior. 1In this case, the leader's
bebhavior is expected to influence *the subordinate's actioas,
vhile at the same time, the subordinate's behavior will
influence leader behavior. This reciprocal relationship is
expected to be directed tovard the attainment of a state of
equilibrium characterized by both acceptable organizational

performance and worker satisfaction.

5 You might ask why the Developsental Rodel of
if Leadership 1is based upon these three assusgtions. The
iy & rationale for making the assuymption copcerning the

importance oi leadeyr and subordipnate orqanizational matupity
levels coses partially from material collected in intervievws
with hundreds of officers, NCOs, and enlisted persoans in the

U.S. Army. The isportance of the six dimsensions included in

4
E3

the concept of organizational raturity was stressed

3 repeatedly by these personnel. Some of the critical

incidents described by these individuals will be preseated
later in the text. As you read these descripticas you will
begin to see why the levels of organizational maturity of
both the subordinates and leader are isportant in
detersining the appropriate leader behavicr in a given
situation. If you think about the leadership process you
vill soon see the need for including such an assusption in

any wsodel of leadership. The level of organizational
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maturity of the subordinates wvill partially determine their
needs with respect to quidance from the leader. The
leader's organizational maturity level wvill represent a
limit as to his ability to grovide such guidance. This
first assuaption wmay be viewed as part of a =sore general
view that the leadershiy process does nct take place
independently of the individual subordinate. The reason for
making the assueptijon that leader-mesber dyadic
relationships, [gather thap the leader-4qroup relationships,
are the proper unit to examjinpe in the discussion of the
leadership process is based upcn ~he research doune by Graen
and his associates (Graem, Dansereau, and MHNinaei, 1972;
Graen and Cashwman, 1979). As you may recall, these authors
developed a vertical dyad linkage @sodel of leadership which
proposed that a leader develops a different relationship
vith each of the subordinates. If you think about your own
experiences is leading gqroups, this assumption wiil probably
adake a great deasl of sense to you. As a leader, your
teelings and behavior differed toward your subotdinates. If
ve vanted to develop a aodel wvhich actually described howv
yov behaved as o leader, the only way to capture or explain
these differences would be to examine your relatioaship vith
¢ach subordinate and not with the group of sulotdinates as a
vhole.

The £inal assusption, that a  geciprocal gausal
selatjonship exises hetveap gubordinate aad leader bebaviog
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is supported by a nuamber of research studies (Greene, 1973,
1975; Douney, Sheridan, and Slocum, 1976). This assuaptioan
implies that a leader changes bis behavior in response to
kis subordinates' behavior as wvell as the subordinates
changiny their behavior in response to the leader's actionms.
Think about our example of the football coach. If his teay
has played vell in the first half of a game, vhen they go
to the locker room at bhalf-time bhe wvill probably praise
theizr good effort amd stress that they sust continue playing
vell in the second half. O©On the other hand, if the teas has
b+en sluggish and played poorly, the coach's lochker roos
speech may be quite heated and aimed at *"firicg up® his
players. Thus, the football players' behavior influences
the coach's behavior as well as his bebavior influencing
thea. Purtherasore, a laboratory study by Barrow (1976)
suggests that leaders change their behavior s¢ as to provide
structure vhen production goes down and consideratioc when
suboydinate perfornance improves. This cospensatory shife
in behavior would indicate that the leader is attqapting to
establish or maintain a state of both adequate perforsaance

and worker satistaction.

Ihe Injtial Leadecship Cogtext
Sivan these three assuaptions, let us now turn %20 the
developmental model of lzadership. The ecdel eaplasites

that the Jevelopsent of the leadexrship process inl - tes
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froa a pcint that is defined by the levels of crganizational
maturity of both the leader and subordinate. That is, at
the ¢time that a2 leader enters a work unit in an
organization, the resgltiong unit can be placed in one of the
four quadrants illustrated in the diagram of Figure 3-1.
The vertical axis of this diagrae represents the leader's
level of organizational maturity. The horizontal axis
represents the level of orcanizational wsaturity of the
sybordinate (s) . Each of the four quadrants in the diagras
represents a different organizational context from vhich the
developeent of the leadership process should take a
different course. Ultirately, the organizational  unit
formed by the leader and subordinate(s) should advaance to
Quadrant I wvhere toth the suberdinate(s} and leader have
high levels of organizationral saturity. That is, this state
of mature leader and sature subordinate(s) represents the
optimal organizational state and one which has the highest
potential of being characterized by effective leadership and
the high levels of iandividual and group perfcrsanco.
Quadragt 11 represents the state of high leader
saturity aad lov subordinate matugity. This sitvatioa may
be found vhen a new work qQroup is established ansd the leades
has prior experience in the organization or whev a leader is
fasiliac vith a ctask wkile his subordinates ate wnot, Oae
should note ehat Hersey and Hlanchard®s (1969) situvational

leadetship theoty coaceattates OB the traosition of the
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organizational unit fros Quadrant II to Quadrant I.

Quadrant III represeats the situatioa in which neither
the leader nor the subordinates have a high level of
organizational saturity. This situatiocn tegresents the
context found in many of the laboratory studies of esergiag
leadership. In these studies subjects are brought into a
very artificial and unfasiliar setting. Usually the leader
and subordinates are both unfasmiliar with the task to be
perforsed. These situations also exist imn the real vorld
vhen a nev business is beinqg established, oz wvhen a new task
is imposed upoa an organizational unit in «hich the leader
is unsure of what sust be done to accomplish the task.

In the Atray, a Quadrant II[I situation amay also develop
vhen a newvly coassisioned lieutenant enters a platoon in
vhich several of the NCOs have recently been proasotad or
transfered into the pilatoon. Since the NCOs are the prisary
subordinates with whoe the lieutenant interacts, ve now have
a situation vhere both the leadexr (lieutenant) and his or
ber subordinates (NCOs) have a luv level of crganizational
agtarity. This is one of the wost difficult type of
leadership situations into which a new lieutenant wmight be
placed.

Quadrant IV represents the sta*¢ ia which a leader low
in orgsasizational maturity eate¢rs an established woirk group
vith subordinates wbo are high in ovganizaticnal matucity.

This situation is typically the oase eacouvutered by a anew
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lieutenant assiyned to his or her first platocn.

¥igure 3-1 can also be used to illustrate the dynasics
underlying the vatious courses of leadershiy davelopment
vhich are expected to evolve givern these four different
organizational wmaturity coantexts, Note that the arrovs
shoving horizontal and vertical wsoveseant actually represent
tvo maturation grocesses. Movement ip the horizontal
direction indicates changes in the subordinatels
oiqganizstional maturity, while the vertical atrov represeats
changes in the leader's orqaunizaticnal saturity. Siace it
is assused that, over time, all work qrougs are soving
tovard Quadrant I or the state of high leader orgapizaticonal
sgturity and ! :igh subordimate organizaticoal saturity, the
initia) starting poiant will dictate the general direction of
soveaent or change. Por exaasple, if one star*s in Quadrant
I1I, entering a group of subordinates lovw in organizational
saturity, then it can easily be seen that the wajor
divection of wmovement will be ahotizontal. This indicates
rLnat the course of leaderrhipy developsent which occuzs ia
th.s situatioa is largely influenced Dby chanqgez in che
orqanizacional saturity of subordisates. Thus, the changes
in leadership whick occur over tiae, represent the laader's
atteapt to chanyg: his Dbehaviotr ie ctesgoase t¢  his
sulbordinates becoming orgavizraticnally #ature. The leadet's
organizatioaal matucity is expected t0 change very litele

146 this sicuvation.
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In contrast, if the course of leadership development
begins in Quadrant IV, a state of low¥ leader crganizational
maturity aund high subordinate organizaticnal maturity, the
diresction of moverent will be priparily vertical. This
indicates that it is the leader's organizational maturity
vhich is changing and produciag the <changes in the
leadership process over tinme. If leadership develoepaent
begins uader the coandition of lov leader organizational
maturity and 1low subordinate orgamizaticnal maturity
(Quadrant III), then the path to Quadrant I, or the state of
high subordinate and leader organizational =®maturity, will
require both vertical and horizontal soveement. In other
vords, the development of the leadsrship process will be
influenced bv changes both in the subordinates! and leader'ts
organizational maturity.

From the above discussion one can see vwhy we have
compared the developmental model of leadership to a
topographical aap. If you, as a leader, can assess the
level of subordinate organizational wmaturity and your own
organizational maturity, then you can use Figure 3-1 to
specify your position as a leader. ot cnly can you
determine your present position but you can also deteraine
the developmental processes required to obtain the most

effective group performance (Quadrant I).
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FIGURE 3-1

The Organizational Maturity Context

High

Quadrant 11 Quadrant 1

]
Low High
Subordinate(s)
Quadrant III Quadrant IV
Leader

Low '

-140-

s S A P T RN A S T



Belationship of the Developmental Mode]l of Leadership
To Current Theories of Leadership

Before preceding further, it will be beneficial to
exanine the relationships of the developaental godel and
the concept of organizational maturity to the twelve
theories of leadership ve reviewed in Section II of the
text. As already stated, the developmental model is more
comprehensive than other current theories. The dimensions
of organizational maturity are fundamental dimensions of
leader behavior which underlie the leadership behkaviors
discussed by the twelve theories in Section II. We will now
exarine several concepts from current leadership theories
and discuss their relevance to the developmental smodel of

leadership.

Task Orientation vs. Person Orientation

If you «closely examine the Path-Goal, McGregor,
Managerial Grid, Contingency, and Situational theorias of
leadership, you will find that all of these approaches
discuss some aspect of the leader's orientation towvard
persons (human relations) or the leader's ccncentration on
the accosplishment of a task. McGreqor's Theory-X and
Theory-Y represent philosophical views of man with Theory-X
suggesting that the leader must he task oriented and Theory-

Y sugqgesting that the leader must be person, or hnman
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relations, oriented. The contingency model of leadership
discusses tvwo personality orientations, one leading toward
the enactment of task related behaviors under stress wvhile
the other yields person oriented behaviors under stress.
The contingency theory int:oduces situational variables
vhich affect the leadership effectiveness ¢f individuals
vith each of these personality orientations. The path-goal
theory assumes that leaders may display both types of
orientations. The orientations are referred to as the
Yeader behaviors of initiating structure and consideratione.
This theory then discusses the conditioas under which each
of these behaviors pry lead to better subordinate
perforaance and satisfaction. The path-goal theory suggests
that the leader extibit initiating structure vhen
subordinates experience role ambiquity and consideration
vhen they are performing well and experiencing no ambiquity.
Managerial Grid theory tokes a more simplistic view, stating
that both types of bechavior are needed for effective
leadership. Finally, situational leadership theory
suggests wvhen in the life cycle of a work group, each of
these leader ocientations of initiatiang structure or
consideration would be most bene¢ficial.

All of the above issues are pertinent tc, and in many
cases, expanded within the developsental wmodel of
leadership. The human relations and cosmunication

dimensions of organizational maturity underlie a leader's




expression of consideration behavior. The leader's task-
related or initiating structure behavior is influenced by
the extent to which the leader rossesses the underlying
dimensions of technical competence and comsunication
dimensions of orqganizational maturity. ¥ithout at least
sope ominimal level of development on both of these
dimensions, leaders would be unable to effectively reduce
any task ambiquity €for subordinates. According to the
developmental model, situational variables are cnly one set
of factors vhich affect the effectiveness of leader
behavior. The nsodel also exanines the differeantial
effectiveness of various leader behaviors over time as a
function of both subordinates' and the leader's level of

organizational maturity.

Leader Persopality

The developsental @odel alsc incorporates Piedler's
idea of different leader personaliry orientations by
iocluding of the concept of predispositional 1leadership
styles. It is hypothesized that such a predispositional
style of leadershif is very important in early stages of
leadership developaent, As the organizational maturity of
the leader increases, reliance on the ptedispositional style

disinishes.
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Prench and Raven's discussion of the five bases of
powver, social exchange theory, and McClelland's theory of
pover are all concerned with various forss of influence rhat
a leader say use with subordinates, One of the dimensions
of organizational wmaturity is the understanding of various
types of power and influeuce used in an organization.
furthermore, the distinction betveen leadership and
supervision wmade by Jacobs in social exchange theory
underlies the developmental uwodel of leadership. The
discussion of infcrmal pover structures and the various
bases of power poussessed by ditferent leaders in groups are
also discussed by the developmental sodel. McClelland's
concepts of 5 -~pover and subordinates sharing the leadet’'s
pover are considered in the developmental rodel. One of %he
basic theoretical propositions of the developsental wodel is
that leadership is an ovganizational process and that
subordinates should also display leadership behaviors. Thais
aspect of the developwental wsodel is also related to the
ideas expressed in the four factor theory of leadership
proposed by Bowvers and Seashore {1966). These tvo authors
view leadership as a gtoup of tunctions which say be

pecforued by other weebers of the group in addition to the

iandividual in the officially sanctioned leadership position.




Sybogpdingte Chagacteristics

The developmental wmodel proposes that the interaction
of the organizational wmaturity levels of the leader and
subordinates is a critical factor in the leadership process.
This is similar to Yukl's proposal that the efectiveness of
a leader's behavior is influenced by subordinate
characteristics. As ycu may temeaber, this sase idea is

incorporated in the path-gocal theory.

Developpental Aspects of Leadership

The basic tenet of the developaental model of
leadership is that leadership in foremal organitations such
as the U.S. Aray is a developmental process. Therefore, the
aodel encompasses those developmental cooncepts discussed in
the social exchangeé, vertical dyad liokage, and situational
leadership theories. These three theories «concentrate oa
the developmeat of individual leader-member and lcader-qroup
relations. The organizational saturity dimensions of
commuynication, understanding pover and influence, and
understandiag one's role in an orgamnizartion ate all relevant
to the development of lvader sesber relations as well as the
human telations diseasioa. You will tind that wmuch of the
discussion on the changes o loader-asveber relatioas over
tisn is directly related o the iasues and coacepts

discussed by thuse three theories.
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pagticipative Leadership

The developmental mod¢l of leadership svggests that the
processes of participative management and group decision-
making are important when both leader and sutordinates have
high levels of organizational maturity. This aspect of *the
developaental nmodel is consistent vwith the corncepts of
shared leadership expressed by H#cClelland and subordinate
participation in decision-saking described by Vroom.

From the abave discussion, it is apparent that ‘the
developmental model of leadership is a cosprehensive model
and une that can easily inccrporate the ideas discussed in

the theories which you have already reviewed in Sectioan II.
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General Theoretical Propositions of the
Developmeptal Model of Leadership

The Interacticn of Leader and Sybordinate Organizational
Maturjity

The developmental model can provide more detailed
information on hov to becuae an effective leader than
simply whether or not the leader, subordinate, ot both must
gain more organizational maturity. As ve have already noted
previously, the gparticular course of develcpaent of the
leadership situation depends on the relative
organizational maturity levels of the leader and the
subordinates. For exawple, if you are a leader who i= low
in organizational wmaturity relative to your subordinates,
then this will place certain constraints on the manner in
vhich you can "lead®™ your subordinates. Consider what types
of structuring hehavior you could provide for your
subordinates in this situation. Since your subordinates
have a high level of organizational maturity, they are
likely to be technically coepetent, understand their role in
the organization and be fasiliar wvith its forsal aand
informal structures.

Knovledge of the forwal and inforsal styucture weay be

critical to wvhat one say call task cospetence. fask

coppetence is djstinct frogp techpica)] competence and gefers

to knowing exactly how task: are acc jshed in a
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particulacr organization. If subordinates kpnov rore ahout

how to accoaplish their job than the leader and feel less
role ambiqguity, then it is unlikely that the leader can
reduce task or role ambiquity for the subordirnates. Thus,
the leader's initiating structure would aot likely bLe
effective in improving either the unit's effectiveness or
leader-mesber relatioans. In contrast to this situation,
consider vhat would happen if you wvere a lieirder vho had
already been in a particular organization for a loag period
of tipe and vere put in the position of leading a group of
individuals just entering the organizatioa. This nwmay
occur, for example, vhen a business expands into a nev
office or plaoat. In this case, your subordinates would
probably have a lov level of organizational saturity. By
providing structure for individual subordinates, you could
reduce their 1level of astiquity and this should iacrezse
their satisfaction. This bigher level cf subordinate
satisfaction would likely lead to the develcgsent of better
leader-sember relatioans and isproved perforsance of the work

group.

predispositional Leadegrship Jtyles

A leader who has relatively lov otganizational
matutity say find that occupying a leadership position
creates a great deal of stress. Purthecrsore, lacking the

skills of a wore organizationally wmature leader, the nev
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leader may react to stress by resorting to what say be
termed a vYpredispositional leadecrship style®*. That is, when
placed ic a stressful condition, the leader respends with an
instinctive style of lesdership. Intervievs with hundreds
of wmilitary officers, particularly aewvly cossissioned
lieuteatants, seemed to indicate that tva basic
predispositional leadership styles exist, The first of
these sgtyles 1is to concesptrate upén the task to Dle
accoaplished, ignoring interpersonal probleas which exist
betveen subordinates or the subordinates and leader. The
second leadership style is that of concenttating upon the
interpersosal and social aeeds of subotdinates while
igooring the task at thand. These two leadership styles
parallel those described by the contingency theory of
leadership proposed by Fiedler (1%64). The developaental
sodel of leadership proposes that the more organizationally

matyre leader is less likely ta resort to such

predispositional styles of leadegship. Thete 2gte two
reasons for this. First, as o leader's arganizational
matyrity increases, the leader can control thy

orqganizational environmeat of his or ber unit and thus
decrease tbhe chaace of a stressful situaticn occurting.
Second, whea stressful situations are likely to occur, the
#0Le Organizationally wsature leader is Jikely to have the
kaowledge or orqanizatiosal skills wbich will give Aie orf

her confideace that he or she can cope witd the situation.
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This greater confidence allows the leader to cope sith much
sore difficult sictdations without perceiving thes as
stresstul, Thus, increased otrganizational saturity lvads
to a bigher threshold value for perceived stress. This in
tarn seans that the more organizationally satute Lleader is
likely to bandle difficult situatjions is a 1lcgical wmanner,
relying on bis or her acquired technical, costunicatios, and
hbuman relations skills vith less reliance <n an ilostinctive
style of laadersbhip.

As loag as a leader s relyiog on a3 particular
predispositional )eadership style, be or she will lack the
flexibility which may be needed to hanile stressful
situatioas. For examnple, & nevw ligutenant whose unit is
perforaine poorly is told by the battalion <ccamander that
rapid isproveasent is gpeeded imvediately. Under these
conditions, you 4s a new licuteasnt are very likely to feel
stressed. If you bhave a predispositios to act iso a task
related fashion, this will ispzove your unit!s perforsance
coly 1f the factors causing the poor perforsmance are due to
a lack of structute. Hovever, if vou concentcate ot task
related behaviot when the poor perfacrsance is due %o
interpersonal ccnflicts between yuur subordinates otv bhetween
you aad yout subordinates, then jyou sight actually agjravate
tather than alleviate the prchbles.

iIf you were a sofe orgarizativually satuge leader is

this situarion, You would probably tueel pressnted Dbyt sot




stressed. Purthe 'more, you may have aiready begun putting

scae of your skills to vork. For exasple, you say have

already started establishing cospunication channels to

provide you vith feedback coancerning what your NCOs and

company cossander of other lieutentants kagow about the

sityation. These saee cosmunication channels could provide

you with informatioe needed to assess the inforamal

organizational structures and identify vhich of yoor

subordinates possess a great deal of influence within your

platoon, Knowledge of the iunformal structure which exists

ir gour platoon may provide you with clues as to hov the

problem may be solved, The possessiotu of these leadership

skills would give you better control over the situation.

Thus ycu should perceive it as less stressful. Pechaps the

first thing a leader with lov orqgaasizational satucity shouyld

do s to coacentrate upon acquiriasg the skills and
knoxledge  which casgrise the  siz disensions of
ocrganizational satuyrivy, Giveu what 15 known about the
iaterrelaticaships betecon the nix diseasions, the tirse

step would be to coscentrate upon developing cossunicatios

aasd husan relations shills. The leader should first attempe

to establish good cesauoicatioa with bis or Ddet syperiors,

peers, 4pd subordinates, Only through these ccsmunication

chagnels will the leader be able to gain ths iafocrsation

ngadad to Dbeccec sore ofjanlisavionally sature wied gespect

to the dJdisecasiogs of: kaovliedyge of forwal and iaforsal
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structure, the understanding of his or her role vithia the

organization, and the types of pover or influeuce which are

acceptable ot practiced vithin that organization.

Ihe Jlpfluegce of Subordipates’ Level of 0Orgapizatjounal
faturity

Up to this point, our discussion has been directed

toward the organizational saturity and develcgment of the

leader. Let us nov turn to vhat the develcpmental sedel
proposes coancerning the developsent of ovrganizational
maturity of subordipates. Just as a leader should per’ota
sore effectively with qgreater organizational saturity, so

should a subordinate. Nevertheless, some diffe¢rences do

it

exist. A leader asust first concentrate on the developmen”
of both speaking and listening cossunication skills vhereas

subordinates aust initially develep their technical

coepetence, and to a certain deyree, their listening skills.
That iz, in order to perform effectively acd to fe“ain their
jobs, most vorkers at the non-supervizory level wsust first
leatn the techerical skills required to pecrfors thery job and G
learn to pay atrention o the instiuctions yiveu Dby their

supervisors. dodever, Lf o vorker 1is to make¢ any sajor *§

advaacesents or if the organizational effectivensy of a

group is to ieprove beyond a sipbimal level, subordinaves

o
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sust also coatinue to develap other skills. Indeed, as the
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subordinates develop cossunication skills, Ausan relatioans
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skills, and an understanding of different types of influence
and power, they may bejin to pertform some of the leadership
functions carried out by the officially sanctiouned leader of
the group. This is one of the reasons the developmental
model defines leadership as am orgamizational process. The
leadership functions 1in a work group can, and should be,
performed by both the 1leader and subordinates. This is
especially true for subordinates vho are high in
organizational maturity. This is best exemplified in the
Army with its NCO structure which parallels the structure of
the Officer Corps. In the platoon, the lieutenant is the
"official", or formal, lcader of the unit. However, many of
the leadership functions which the lieutenant normally
displays in the platoon are performed ty the Non-
Commissioned Officers when the lieutenant is absent. In
general, these Non—-Conaissioned Officers often have the
highest levels of crganicational maturity in the unit.

The Non-Commissione ! Cfficers who perform some of the
leadership functions in the unit will make the lieuteunant's
job easie: i1f the lieuteuant and the NCO both lead the unit
toward accomplishmpent ot the same set of organizational
qoals. If the lieutenant and NCO are working toward
different goals, then the NCO with his high level of
organizational maturity ond intluence within the unit, may
cause nunerous problems for the lieutenant.

In order to avoid the problem of a subordinate high in
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organizational maturity leading +the group in a direction
counter to the goals of the formally sanctioned leader, the
leader wvho 1is high in organizational maturity will often
iaclude these subordinates as part of his or her "ian" group.
If a leader does not realize the potential influence of
sutordinates with high levels of orgyanizaticnal nmaturity,
then he or she may fail to consult with these individvals,
As a consequence of this neqglect, these subordianates asay
feel 1isolated and adopt gqoals counter to those of the
leader. If you think about your own experiences as a leader
and the followers who you have included in your "ie" group,
you will probably remember them as being the wmcst dependable
and effective members of your group. They protably knew how
to do their job, who to see to get their tasks accoemplished
if problems arose, and had some influence over other meabers
of the group even before you included them in your *in®
group. Aa oryanizationally mature lcader can cften identify
these individuals quickly and move to take thea into his
confidence so as to make sure that they are working with
him, not agqainst hinm. Por a leader with low organizatioaal
maturity, it may be even more critical that he or she be
able to include these subordinates among his or her ®in%
group neLIers. Until the leader becomes nore
organizationally mature, those suboridinates with high levels
of organizational maturity wmay yield as &®guch or wmore

influence over the other members of the group.
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The Distinction Between Supervision and Leadership

¥hen the leader initially enters a work group,
supervision of subordinates is possible due to the forsail
authority that is granted by the organization. This process
of supervision is not the same as the leadership process in
vhich there exists influence without reliance upom rank or
formal authority. Supervision can occir at either the
leader-individual or leader-group level of interaction, but
the leadership process is based primarily upon leader-member

dyadic relationshigs. This means that true leadership ca

not occur until the leade
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enough for the establishment of effective compunication
between individual subordinates an the cader. This

principle holds true regardl :ss of the level of
organizational maturi+ty of the leader and the subordinates.
If you recall Jacob!'s discussion of the social exchange
process you will remember that he makes a distionction
between supervision and leadership. The developmental model
of leadership maintains this distinction. Think about your
own experiences as a leader or a follower. Have you ever
held a job in which you worked vhen the boss was there but
slacked off in wvorking when he or she was gcne? Have you
ever been in a4 group wvhere the only vay the leader could
coatrol the group cr accoaplish a goal was to threaten group
members with whatever punishment his position allowed hia to

deliver? Have you been in a group where the leader
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constantly "pulled rank" to wmake surte that his decisions
vere the decisions agreed upon or followed? These are
examples of situations which are 1likely to develop when the
*leader" of a work group relies upon the process of
supervision rather than leadership. As you think about it,
®leading™ a group by supervision doec mnct require any two
vay communication or any knovledge of the sulbordinates as
individuals. Since the leader is relying upon the authority
granted by the organization, he or she can issue an order
and the group as a whole must respond. However, think about
a leader you have known who relied solely upon +his
supervisory precess. Did you respect him cr bher? What
happened when they were not physically present and could not
possibly find out why a task was not completed? Is this the
type leader you vwould follow into combat and entrust to
safequard your welfare or your life? If your answer to any
Gf these questions was ‘"no", the most probable reason is
that such a "leader" did not use a leadership approach.
If one 1is effectively using the leadership [Fprocess, then
each subordinate should feel that the leader cares about him
or her as an iondividual. It is from this bond at the dyadic
level of interaction that a relationship of mutual trust and
respect will develap. 1t iz €rom this dyadic relatioaship,
even if it is only a primarily perceived rather than an
actual relationship, that a Leader gains the cossitment of

the subordinates. esprit de COrgs, one often finds
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subordinates performing many leadership functions. Within
these units, members with higqh levels of exgertise and
organizational maturity ccamand a large degree of respect
and influence. These subordinate leaders stand at the top
of a group structure which {is based upon ability, rather
than formal rank. Such a highly cohesive group may also set
standards for group performance which far surpass the
normally accepted standards required by the orgamization.
The high standards are directed at accomplishing goals set
by that unit, such as being the best platoon in the coapany
or battalion. FPurthermore, if a meaber of the group
violates the group noras, it is not the formally sanctioned
leader who would take action, rather the msembers of the
informal group structure wvwill attempt to change the
individual's behavior through peei pressure. These factors
vill also influence the leadership process.

The above discussion should make you realize that the
developnment of effective leadership in a vork group requires
that the leader and subordinate(s) work together for at
least some nminimum period of tinme. The oaigimum t*iame
required for the development of group maturity will be
influenced by the initial 1levels of organizaticnal saturity
of the leader and subordinates. Vhen the leader and
subordinates have high levels of organizational wmaturity,
the lack of a need for individual developaent facilitates

the developrent of group maturity. When the leader and/or




subordinates have low levels of organizational saturity,
then the need for individual development retards the
developaent of group maturity.

Leadership and the Qigapizatiopal Eaviropgent. Keep in
aind that thke development of the leadership process vhich
occurs wvithian a small organizational wunit does not occur in
a vacuum, Rather, all of these actions take fplace vithin a
nuch larger organizational eavironment vhich has rnrumerous
influences on the developrent of the leadership process.
For exasple, leaders of the small vork groups are likely to
have goals and tasks isposed upon them from bigher levels in
the organization. Changes in technology, social values, and
the political situation, vithin and outside of the
organization, will ultimately influence the functioniag of
aany vork units existing in large crganizations,
particularly the wmilitary. These changes may coame ahout
through the assignaent of nev tasks, reduction in the
manpover available *o complete a task, or the introduction
of nev equipment and processes to complete the work. All of
these factors will influence the aicro-envircnaent of the
vork qroup and, therefore, demsand sose changes in the
leadership process. The developaental wmodel of leadership
does not ignore or deny the existeance of these changes,
however, they are outside the primary area of focus of the
developsental smodel. The effects of these variables are

acknovledged by the authors, and readers should be avare
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that they wvill influence the situation in vhich a leader
functions.

AS you reasd the next four wunits in this zection of the
text, it should be reamembered that the changes in leadership
vhich occur over tise will be a function of the maturation
of the leadet, subordinates, the group as a vhole, or any
cosbination of these three processes. The first avenue of
leadership developaent discussed is that vhich is expected
to occur vhen a leader has a high level of organizational
maturity and subordinates have lowv levels cf organizational

natarity.
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Ihe lLeadership Process with leaders High in Ozganizatjonal
Baturity and Subordigates Low in Otrgapjizaticnal Matugfity

This chapter is concerned with leaders who possess high
levels of organizational maturity; i.e., leaders vwho have
previous leadership experience within the same or similarx
organizations. In addition to having technical competence,
this individual ©@sost likely possesses knovledge of the
informal organizational structure and procedures used to
complete a task. Furthermore, this leader wvould have the
comgunication skills and knowledge of subordinates' naneeds
and values which are required to understand haw to motivate
these individuals. One example of this tyge of leader in
the U.S. Aray is the typical platoon sergeaant. The platoon
sergeant typically has many years of experience irn the Arasy
and bundreds of hours of technical trainiag. The platoon
sergeant usually Xnows the platoon mewbers individually and
is well avare of their needs and probless. Furtheranore,
this NCO is wusually knowvledgeable wvith resgect <0 the
inforsal structure and procedures useful in accoaplishing a
patticuiar goal.

As you re¢ad this section, it may sees that the leader
plays a rather passive role is the develcgment of the
leadership process over tise. Actually, a leader has sole

coutrol over what particular leadership behaviors are to be

displayed at any poiat in time. Hovever, changes in the
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subordinates' orgamsizational wmaturity over time wouid be a
critical variable influeacing the effectiveness of leader
behavior, An ~ffective leader should take this factor into
account and change his or her behavior accordingly. When a
leader has a higher level of organizational wmaturity than
his or her subordinates, the leadership grocess may be
expected to follow a path similar to that gostulated by
Hersey aad Blanchard's (1969) situational theory of
leadership. That 1is, since the subordinates have a
relatively lov level of organizatiocnal maturity, they sight
no* be expected to initially performe their tasks without
proper guidance fraa their leader, T0 a large extent, the
leader of a group +f inexperienced subordinates amust
concentrate primsarily on task-related behaviocrs. Thus, to
the extent that the “eaders canm reduce task and wvork role
asbiguity for their subordinates, subordinates should
increase their production and be smnore satistied. The
leader's qreater organizational maturity shculd allov the
leader to provide the needed stcuacturing behavior.
Moreover, a leader wvho is high in organizational matucity
vould recoghize tha*t one caanot coapletel; ignore the
pecsosal needs of subordinates. Leacrning hcv to perfora a
aew tisk and becosing oriented t9 a newv organization cian av
times be quite frustrating. This vill be patticularly true
if there is pressure frem superiors within the organization

for wmore fapid transition tc greater production. The

-161-




cosmunication skills and understanding of subotrdinate goals
and values developed as a result of past leadership
experience would enable the leader to alsc provide the
supportive and consideration behavior which is expected by

subordinates,

Leader-Subordinate Rejationshirs

Initially, the wsature leader pay interact wvith each
subordinate in the same¢ mannet. At the initial point of
contact between the leader and the work group, all possible
leader—meaber dyadic relationchips are of the same quality
and essentially nonexistent. At this point in time, the
organizationally sature lsader can oaly exert influence due
to his or her authcrity as appointed leader. Hovever, this
vould be expected only wvhen the wvork group is nev and has
no informal or formal group structure or inforeal leaders
vith an appreciable amount of power. If there were a chance
that informal leaders wmight exist, the otganizationally
sature leader vould probably identify these individuals.
Once these iandividuals wverte ideatified, ¢the leader vould
interact with them differently than with other subordinates
vho bhave no leadership iafluence.

Leaders who atre high in otganizational weaturity would
be expected to issediately bhegin establishieg ccemunication
chacaels which vould allov thee to assess the situation ia

vhich they are working. To this ead, the leéaders would be
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expected to inttiate open communications with their
supariors, peets, and subordinates. FPrca his or her
superiotrs the leader is able to obtain ipnforaation regarding
the qoals which the unit is5 expected to accceglish. fFroa
contacts with subordinates, the leader vould obtain
inforsation atout the perfcrmance of individuyal
subordinates. This Jnformation vill enable the leader to
determine the deqree of rtesponsibility which could be
assuaed by diftecent nmembers of the unit. As time passes
and the leader becomes morfe¢ acquainted with the subordinates
as individuals, diffecrcuces ia the quality ¢f the leader-
gember relationships will develop. This process wauld occug
faster vith a leader vho is Yigh in organizaticnal saturity
than vith a lecader who is lov in organizational aaturity,
One factoi: which may iafluence the manser in  vhich a
leader treats subordinactes is the suybordinate's level of
srgantzational amatutity. Those subordinates who quickly
integrate themselves 1uto  the organizaticn <aa assuase
greater responsibility rof accoaplishing uait cgoals. Given
these subotrdinates' greater uvpderstaadieg of the task aond
ofganizational proceduytes, the leader may perceive that h¢
can trust the subordinates to a3sume pore respoasibility
than a subordinate who does asot vaderstand hee to fuaction
effectively vithia the otganization. Thus, the
subordinate's behavior wvill be one factor influenciug

whether <the leader-senbet ctc¢lationship wvil]l be oanc¢ of
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supervision and influence baset on formal authority rather
than a relationshig hased vpon trust and a mutual cosmsitment
to the accomplisheent of vhe wupit's goals. AS overall
subordinace organizational matutity increases, an
increasingly larqer cnumher of the leader~aesber dJdyads are
likely to be characterized by sutual exchanye relatinnships
rather than sugervision,

As noted, a direct implication from the developmeantal
model is that neither the daevelcpsent cof leader-mesber Ayads
nor the chaages ix leader structuring and supportive
behavior are solely a function of the leader, per se.
Instead, it is assused that *he orgamizationally satuce
lcadert's behavior vill change 1in resgonse to ckanqQes in the
subordinates® obehaviors. As subordinates 1increase the
level of their orqanizatiotal aaturity, they will probably
uot respond as rcadily tu the leader initiatipg structure as
they did vhen their level of orjanizational msatutity was low
and they vere experiencing trole asbiquity. At this point,
if the leader still arvtvempes to lead these sutotdinates by
cmphasizing task rteldated behaviotr and trying to tell thea
how to 30 their jobs, prableas may develop. These dyais in
ehich the subordinates have teached a bhigh level of
organitational wsaturity at¢ novw ia a3 sState ie whkieh the
optisal leader-meeober telativaship should bBe differcar froa
that of a leader providieg quidance to 3~ ieexpetieanced,

naive subordiuate.
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cifferences in  Subordipates® levels of QOzgapizational
Natugpity

Before discussing the ieadership process in sitiations
in vhich both the leader and subordinmates have a high level
of organizational wmaturity, two isportant gcints sust be
noted, First, while the wvork group as a vhole increases in
maturity, the leader high 1p organizational wmaturity will
realize that not all subordinmates will obtain a bigh level
of organizational maturity. The leader will also recognize
that of 2hose subordinates who treach a high level of
ocganizational maturity, not ail will do s¢ at the sase
rate. Therefore, the leader's pehavior tovards ditfereut
subordinates shauld naot bLe the sase., This is waecessary
beceuse subordinaves wiv*h different levels of otgamizatioanal
maturity will react difterently to the sase leader behavior.
In established vork groups, these differences in subordirate
organizational maturity are often rellected in subordinates’
positions ian the noreal yroup strucrure, In newly forased
vork groups, such forza) organizational sttuctures wvill not
yet be established. A leader must tecoynize that thic is a
very delicate situation since sulordivates who requite
cluser supervision and less freedos say feel that thwy are
beiug discrisinated ajainst and treated ineguitably.
Leadars aie¢ sore  likely t0 shate decisios saking wivwh

subordisates vho demoastrare high Jevels of arganizatioaal

saturity aad dre seeders of the leadec®s “ia* group. shile
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this would at titst scem an eftective strategy, such a sove
say be potentially sclf-defeating. That s, if a ¢Cevw
selected subordinates are openly alloved to gparticipate in
the decision-making process for problees whose cutcome %ill
affect all subordinates, then substantial resistaoce asong
“a9 Your¥ group mealwrs say develop. Purthezsore, it is

likely that an inforeal leader wvith a great deal of

influence asocng “out® group sesbers could eserge in this

situation.

A mature leader would recoqnize this picblea and avoad
%f }: it in one of tvo ways. First, the leader aiqht cousult with
L *in% group penbers but take sole tesponsibility for
decisions. the second solutiona to this problea s to
delegate authority and shate the decision-saking process
according to fotmal organizational procedures. This leads
to the developsent of a fore:l organizeticmal structire
vhich includes positions such 85 rhose of assistan® aanagec
or line supervisot. The leader can then prosote the more
teliable and expetsecnced subordinates into those 3:ositions.
Ia the military orgaenization, the NCO3S rteftesent these

forsally sanctioned sudbordiuate lceaders. A lieutenant can

benefit f:os cthese forsally sanctioned NCC leaders Ly
delegating avthoriey to thes and iecludiey thes aaocag bdis
“io¥ group Oof sugotdinaves. The lieytenaat say dlso beaefir
fios the 3sase xttuctute by Dbeing alle te prosote teliable

subogdivates iato these tforeally 3sanctioned subordivate
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leadership positions. Ag the orgapizational unit approaches
the state in which most of thz me~rbers have high levels of
organizational msaturity, these issues may becorme less of a
problem and more group decision-making procedures can be

used.

Leadership ¥jithin the Larqer Orgapizatiomal Cgntext

The reader should npot gain the isrression that
leadership effectiveness and organizational maturity can
only increase vith the rassage of time. Bven in work groups
with a mature and effective 1leader there is the possibility
of setbacks occurring. Bersey and Blanchard {1969) note
that a group's productivity me 'ecrease even after reaching
a mature state, A number of variables will influence and
sometimes might even reverse the progress of effective
leadership development, Within the group, variables such as
the task difficulty, task structure, and sutordinate and
leader personality characteristics will aluave modarate (he
leadership process. However, given the larger
organizational eavironment in which the group exists, a
number of outside forces may also affect the leadership
process., If, tor example, a work group is assigned a task
vhich is uaramiliar, then the effectiveness of the work
perforsance of the subordinates, and possibly the leader,
vill te reduced. In this case, the leader must change his

behavior accordingly, perhaps by previding more structure to
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reduce the ambiquity of the task. A second type of outside
influence may be pressure fronm superiors to reduce the size
of the work group and meintain or even increase standard
production rates. These factors will necessitate a change
in leader behavicor and set in motion a cyclic process of
changes in subordinate aud leader behavior which should lead
ultimately to a new stabtle leader-member relationship and
acceptable leveis of production and worker satisfactiosn.

As we have noted, effective communicaticn betveen the
leader and subordimates is a primary factor underlying the
success of the leadership process. Unless the 1leader is
able to tell suhordinates exactly what is tc be dome in
language which they understand and is also able to listen
and respond to the needs and problems of subordinates, then
successfui ieadership vould be next to impossible,

Thus, many factors will affect the attainment or
stability of a leadership situation in which leaders and

Al Aama
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subordinates both have high levels 0L  Ougain

paturity. The leadership process which will be @gost
effective in this situation wili be the next topic of

discussion.
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The Leadership Process with Leaders High ip Orgapizational
Maturity apd Subordinates High in Organizatjcpal Haturity

The lcradership context 1in vhich both leader and
subordinates possess high levels of organizational maturity
represents the ideal leadership situation. In this
situation, the leader and subordinates are assumed to
interact in a manner directed at maintaining a stable state
of satisfactory gqroup performance and acceptable levels of
worker satisfaction. The leader will share decision-making
responsibilities with his or her subordinates vhere
appropriate and particually with "in" group members wvho may
perform certain leadership functions in the work group. The
situation is not static, hovever, due to the fact that many
outside forces will disturbe this state of equilibrium.
Some of these forces such as the influx of a large nuaber of
new recruits into a platoon may radically alter the
orqanizational environment to such an extent that a nev
leadership development process wust occur in order to
maintain satisfactury performance. Other changes, such as a
change in the performance of a single subordinate, may
change the individual leader-member relaticnship but aot
radically alter the overall leadership frocess. For
exanple, if a single subordinate's performance drups and the
individaal no longer acts in a responsible fashion, then the

leader may need to begin strictly supervising the
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individual. This may mean providing more structure or
counseling the soldier for personal probleas such as alcohol
or drug abuse. However this will not alter the more general
leadership process in the group, vhich may be characterized
by delegation of authority to key subordinates and shared

decision-making.

of the Leadership

g
g
2

Yurigbles Affecting
Process

If a person high in organizational maturity becomes the
newly appointed leader of a group of subordinates with high
levels of organizational maturity, then the development of
the leadership process will depend on variables such as the
current group performance, and the personality compatibility
of the leader and subordinates. For example, if the group
performance is low, then the leader pay initially
concentrate upon increasing the motivatiop of the
subordinates by w®means Of patticipative deuidivu-maniiije
This may depend in part on the personality of the leader.
If the leader does not trust people in general, then he or
she nmay be reluctant to share decision-gaking until the
group performance begins to improve. This type of leader
may attempt t¢ iaprove group performance by restructuring or
reassigning tasks. Given his or her bhigh level of
organizational maturity, it is wunlikely that this leader

vill atteapt changing the group Dbefore estaolishing
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comaunication channels and gaining information about the
group's past and current performance, structure, and
problems.  However, the mature leader will be able to begin

shorter period of

time thap a leader lovw ip orgapizatiopal maturity. The

RyYcC

:

leading rother than supervising in

|14

mature leader's past experience with informal group
structures, subordinate leaders, and his or her
communication skills, will enable the leader to avoid

alienating subordinate leaders.

Participative Leadership

Given that the 1levels of organizational maturity of
subordinates and the 1leader are comparable, a leader's
reliance upon task-related behavior would prctably fail to
motivate subordinates. Subordinates who are high in
organizational maturity would not experience a great deal of
role or task ambiquity and therefore would require less job
or task structure information from a leader. Instead, such
SULOTdiiateés would be wuile Leceptlive TO leadersniy praciloes
such as shared decision-making and supportive leadership
behavior.

Nevertheless, the leader should provide some structure
in terms of the interpretation of information which |is
transmitted from sup« "iors in the organization. However, in

this type of leadership situation, decisions which concern

subordinate organizational goals would best be made through
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participative decision~-makinge. Indeed, it is at this stage
in the developwent of the orqanizational leadership process
that subordinates will ferform many complimentary leadership
functions. Thus, the leader may choose to use participative
management techniques such as "ganagement by Objectives";
i.e., goal setting by the subordinates with assistance from
the leader. This style of leadership presumes that the
subordinate is highly motivated and respoasible,
characteristics which would be cxpected if the subordinate
is high ipn organizational maturity.

Above, we discussed the leadership process as it should
develop in situations with a leader high in organizational
maturity. As a student Just beginning this study of
leadership, these are situations you will net encounter
until later in your developaent as a leader. Your first
assignment as an officer will rplace you 1in a 1leadership
situation which initially falls into one of the lover two
quadrants in Figure 3-1 (Quadrant III or IV). That is, in
YOULI flrst assigument yuu wiil Saiir the Army ae a leader
vho is relatively low in orqganizational maturity. e will
now turn to a discussion of the leadership processes

expected to develop in these situations,.
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The lLeadership Process with Leaders Lov in Qrganizatiogal

Maturity agd Subordipates High ipn Organizaticpal Maturity

Quite often, leaders 1low in organizational maturity
may take charge of a group of subordinates vho are
relatively high in organizational maturity. This repruseats
the case of the entry of a nevly commissioned officer into
the U.S. Army or a younq junior executive into the business
field. The leadership Ffrocess in thié situation may be
expected to develop in a different manper than the
leadership process with leaders who  are kigh in
organizational maturity. what exactly is weant when vwe
speak of a leader low in organizational maturity? A leader
may have a gredt deal of technical coampetence but still be
low in organizitional maturity. Likevise, such a leader may
be very knowledqeable of the formal structure of an
organization as it appears on an organizaticnal chart but
still be unable to lead subordinates. What then does the
leader lcv in organizational maturity lack? In additicn to
the above two possible areas, a leader lov in organizational
maturity 1is likely to 1lack knovledge of the informal
structure of the organization (including the actual
procedures needed to accomplish a task in that particular
unit), effective organizational communication skills, and an
understanding of the goals and needs of his subordinates.

These are all skills which will be gained grisarily through
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experience.

Leaders vho lack development of the above skills will
be unable to reduce task and i1cle ambiquity of subordinates.
Thus, unlike the situwation vith leadecrs high in
organizational maturity, these less experienced leaders
will be limited in their ability to use task related or task
strecturing behavior to motivate their subordinates. In
order to restructure a subordinate's task effectively, the
leader sust know the resources available in that particular
organization. Likevise, the leader must have knowledge of
the paths available in that organization for the
subordinates to attain their personal goals. This
information will be gained primarily from the leader's
experience in that particular organization.

Leaders vho are high in organizational maturity obtain
information froam upper organizational levels, interpret this
information, and assign tasks to subordinates. Leaders vho
are lov in organizational maturity should initially strive
siamply tovard the accurate transmission or inforsation froa
superiors to key subordinates, such as the platcon sergedat
and squad leaders. These subordinates who are high in
organizational maturity are capatle of assistiog the leader
in the \iunterpretation of this information. Furthetsore,
until the Lleader gains a thorongh knowledqe of his or ber
unit's capabilities, procedures, and rtesovrces of the

organizatiocn, the help of these subordinates wvill be
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instruaental in aiding the leader*s decision-wmaking. Except
for formal authority, a ovev leader may have little influence
over qroup members. The key subordinates, ocn the other
hand, know the group meambers as individuals and say have a
great deal more direct influence on the group. Thus, it is
japortant that any leader wvho is low in organizational
maturity should respect aand make full use c¢f the formal
supervisory structyre which exists under his comaand. This
is one reason why nevly consissioned 1lieutenants are
constantly told to use the NCO chain of conmand vhich exists

within their platooas.

Development of the Leadership Process

The first'step in leadership developument for a leader
who is low in orqanizational aaturity is the establishment
of communication links with superiors, peers, and Kkey
subordinates. This will provide access to infcraation which
will allov the leader to gain knowledde of the subtleties of
the organization. At the same time, it will put the leader
in the position of beinqg able to provide some structure for
the group. Therefote, the leader will gain sose iufiucuge
as an isportant part of the uait by wvirtue of the
information he or she has coaing fros upper orgauizational
levels.

Subordinates wvho have high levels of organizational

waturity and are in the higher positions of the foramal anpd
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informal group structures say be able to perfcrs sany of the
leadership functions needed to smaintain group performance
until ¢the appointed leader has become oriented in the
organization. For example, the platoon sergeant and squad
leaders within the platoon are likely to 4inmnitially perfors
some of the leader's duties. The nevly cosaissioned
platooon lesdder will assume these¢ duties once he or she has
established the proper communication channels, learned about
the group structures vwvhich exist in the wunit, and becomes
familiar wvith the tasks his or her platgon is expected to
perform. Until this point in time, *he appointed leader aay
influence the subordinates through the supervision process
and reliance on formal authority but *leadership" without
reliance on this formal authority is not yet rossible.
Premature leadership. The newv leader may atteapt to
“lead™ the subordinates before developing adequate
organizational maturity and thus, display vhat may be called
“premature leadership"®. These premature leadership atrteapts
are sost likely to occur wvhen the leader feels pressured or
vhen the group'’s performance is lov and the situation is
perceived to be stressful. Unable to respona 9m tane baszin
of past experieace, the leader is likely to act in a
“predisposed® aanner. Thus, a basicaily task orientad
leader wmay attespt te provide a large degtee of task
structure for subordinates. Given the leader's lack ot task

competence, it is likely that the atteapts tc¢ structure the
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subordinates® task vill not be helpful and vill be resisted
by the subordinates. As a consequence, there is likely to
be even more stress and more atteapts at groviding task
related behavior. 1In contrast to these reacticns, a person~
oriented leader placed im ~he same situation =may react by
beinqg overly considectate tovard subordinates and by seeking
approval aad acceptance freco subordinates. Since the leader
and subordinates would not have had sufficient interaction,
the leader's atteapts at being considerate or supportive aay
be misinterpreted. One possible coasequence sight be that
subordinates would have the ispression that the leader vas
a "phony* and should be viewed with suspicion. Such an
attitude, if adopted by the subordinates, could inhibit the
needed establishment of open coasunications betveen leader
and subordinates.

Given either of the above leadership styles, one aight
expaect that the leader's use of subordinates in the
decisionsakiang process would also be inappropriate. High
task oriented leaders aight atteapt to sake decisions
vithout information from subordinates, although subotdinates
could very wvell have vast asounts of inforsaticn Jhich could
be critical to eftective decision-smaking. In contrast to
this, the person-orientad leader would ioclude subordinates
in all aspects of the decision-saking frtocess in an
indiscrisinate saooer. This latter action cculd secve to

underaine the authority of the leader's first lina
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supervisors vhoc bave authority over the sutordinates. A
leader, wvho is striving for acceptance by subordinates, may
sake excessive attempts to be overly friendly and gain
affiliatjon with these subordinates. AS a ccasequence, the
first line supervisors say perceive that they are losing
their authority. Until cossunication channels have been
established and the leader knows the capabilities of each
subordinate, the leader vill not have the information needed
to accurately judge when a subordinate should be includaed in
the decisioan-saking process.

Expectariogs of the leader. An additional pfoblel
faciaq the leader lowv in organizational wmaturity may be
unrealistic expectations about his or her role in the
organization, or the type of sutordinates with wvhoms he or
she vill wvork. For example, a nev wmacagesent trainee or
nevly comsissioned ofticer is likely to hav: spent several
years in a college eavitonment. These leaders may not fully
cedlize that the subordinates they wvill be leading will have
a very differeat educationsl aad cultural bacikground €row
their colleyée peers. Likewise, a nevly appointed leader say
assume that he orf she bhas such sote authogity over the
subordinates than he Or She actueiiy as tewe 3 satzcisze
Any attespts at leadership based upon these freconceived
notions about one's  authority ot subordinates will
constitute premature leadership atteapts whichb will probadly

be iceffective. MHany of these unrealistic espectations such
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as the extent of one's authority, may lead to frustration
and stress as the lsader learus the reality of tbhe
situation. Such frustration or stress is likely to add to
an already strassful situation and further hinder progress
tovard the developsent of otrganizational saturity.

As cousnnication cha.nels are established, tbe leader
vill begin to realize the problems created Ly khis or her
false eapuctations and presature attespts at leadership. An
effective leader will take a critical viev of his or her
ro:e and <¢ct cautiously in the leadership gesition watil
gaining the oryaalzational maturity needed tc effectively
lead tae group. thas, the wsost effective leadership
stieateyy for nev leaders to adopt wGuld be to fitrst
coacentrite oa incteasing their owa organizaticoal saturity.
This should be done before the Jeader attespts to sake
changes in the group of influeace the group seabers with his
or her leadership capabilities. Such a strategy will mean
that the lecader sunt conceattate oan developing both vertical
and horizontal cosauvricatics chanaels. In addition, the
leader sust increase bis or her techpical cgagetence and
task cospgtence. While the foreer way te léatned tbrough
sethods such as reading techaical wsanvals, the latwer sust
be learned througl ocbserving how tasks are actually
accoaplished in the organization in which the leader is

vorkierg.

Understanding sydeogdinytes. The fizst steps o
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achieving organizational saturity are the development of
organizational cossupication skills apd the acquisition of
knovledge concerning the inforwmal organizational structure
and task procedures. The acquisition of these qualities
¥ill allov the leader to supervise subotdisates sore
effactively but not necessarily lead thes. The final step
io achieving the ortrganizational wsaturity neceded %o lead
involves development in the area of husao relations skills.
The leader aust learr enough about his follovers as
iadividuals so as to understand how to motivate and satisfy
rhea. while the smore organizaticsally saiure leader sust
learna about the individual needs of subordinates, the
leader lov in organizatiopal wesaturity sust ficst comse to
understand the g¢general values and goals held by the
subordinates. The leader amust first exasine bhis or her own
beliefs aand values in order ¢ jdentify petsconal biases
vhich may ionterfere ie the underscanding of, and
cosaunicating with, subordinates. Vhy does the leader low
in organizational saturity aeed to do this? Because often
the cultural Dbackground of the subordivates will be Juite
different from that of the leader and peers wizlk whouw the
leadec bdas itateracted in the past, Leaders may at figset cot
understaod that facrors which wmotivate thém and theiy
college peers will ofeen tail to esotivate sulotdioates with
4 differeat culeuzal backgiound.

As the leader Qains both 3 general usdecstaadiag of the
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subordinates and knowledge of the organization, the
potential for effectively leading rather than supervising
subordinates will increase. Assuping the leader has
adequate technical coagetence, the leader's atteapts at
structuring subordinate's tasks will nov lead to ipproved
performance. Likevise, the leader's consideration aand
supportive behavior will be more compensurate with the
subordinates' needs and have a positive effect on their job
satisfaction and motivation. Cnce the leader has developed
this level of organizational wsaturity, the leadership
process described for a situation with “cth leader and
subordinates hiqa in orgavizational wmaturity will likely be

more effective.

GLgup Structure

The question of the developmeat of diftferent leader-
nember dyads for the situation in which a new leader enters
an orgapnizationally vature work group taises some
interesting issues. A mature work group should have evclved
both formal and ioforeal qroup structure and certain
organizavional leadershiy functions should be pertformed by
the subocdinates thouwselves. I a sense, "io" agd %“outr*
Jroups may already exist as a function of self-selection by
qroun sesbers or as a function of the structure created by
the previous leaders. A nev leader wsust identity che

eristence of such sub-groups, Without this avateaess, a
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leader would be unable to use the group structure to help
achieve orqanizational goals, although its very existence
will affect his or her atteampts to lead. For example, a
group of workers cr soldiers may have divided themselves
into sub-groups of ¢tvo of wmore ameabers whc operate very
effectively as teauns. Bach of these sub-grcugs may have a
sember who acts either officially or unofficially as the
*eam leader. In this case, the most effective .~adership
strategy for the formal leader of the unit would be to work
vith the sub-group leaders vho wvould then influerce their
sub-grnup wmeubers. It ¢the formally sanctioned leader
ignores the existence of these sub-groups and thzir leaders;
he or she may alienate these sub-group leaders and form work
teaas vhich funticet pocrly. I the leader can identify
subordinate leaders and include ther in his or hei own *ip"
group, theu his or her fumcticning as a leadetr will likely
becoze an easier task. 1f, hovever, the lcader develops
an %out" group crelationsdip wvith one of the subordinate
leaders, ptobieas may develop. ‘Thereforfe, the nature of the
ledader-individual group mewmber relationships shich evolve in
this context is even wore critical to the effectiveness of
the leadership process than vhen an ezperieaced leader
entess the group. Once the leader gains a high level of
otganizatiounal waturity and can ioflueace the forsal aud
inforaal structures of r*he gtoup, then scme “inY group

scabers way become “out® qroup scabers ot viss-versa without
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a decrease in the upits? effectiveness.
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The Leadership Process with Leaders Low ia 0rgapizational
Maturity and Subordipates Lov in Orgapizatjonal Maturjty

Most orqanizations try to avoid the circuxstance in
vhich both the leader and subtordinates have a2 lov level of
organizational wmaturity. However, some foras of this
situation do occur, Por exaamgle, 4 vork group may be
assigned a task which is unfasilar to both the leader and
subordinates. If both leader and subordinates do not know
vhat resources are available to their group or how to obtain
these resources, then the ability of the grovp to function
may be impaiced greatly. When a newvwly cosmissioned
lic¢utenant enters a platocon in which the NCOs have just bees
prosoted or transferred from a different branch such as froa
infantry to arsor, t*then the leader and the key subordinates
vith wvhom the leader aust interact atre both low in
orqanizational maturity. In this case, both the leader and
subordinates are likely vo expetience role amkiguity and a
lack of confidence ia accomplishing the goals of the unit.
Neither the nev lieutenant nor the BCOs are likely to kaow
vxactly what thaeit job entasls. they will be of little
benefit to cach other in solving the dilemsa since neither
has the skills and Xnovledge needcd to provide structure for
the othet. Such « sitvatioa is likely to prcduce the mos®
stressful and demanding leadership setting an individual may

tace, Siace Rey subordinares in the group ate lackieq ia
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their ability to lead tbe group until the leader can orient
himself in the organization, the leader must take comaand to
pcovide quidance for the yroup. If the leader does not do
this, the lower level subordinates will detect the lack of
leadership froes either the NCC or the 1lieutenant and react
in an adverse manner. For instance, wsorale may suffer, the
sybordinates may lose their sotivation, and group

performance may drop.

Reliange on Ecrma] Authorjty

When leaders are forced to take comsand without the
establishment of necessary comauaication links, the
knowladge about informal structures in the organization, or
having the sufficient tiee to lecarn about their subordinates
as individuals, then they will be forced tc rely almose
exclusively on their formel authority and the orgamizational
revards and punishuents at their disposal. Te the exteat
that training provides technical competence, the leader can
rely partially upon techaical expertise to influence
subordinates. Howevet, without this technical kaoxledge,
the leader may not be able to adequately evaluate the
performance of subordinates or even provide thes wvith work
guidance. In tdis case, the :cader aay have te spend long
hours of study so that technical skills may Lte attained as
5008 a4s possible. Unde: the above coandition, the leader

say be exposed tce personal stress aad say zesort %0 3
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predispositional leadership style. Thus, it is possible
that the human relations needs of the group, or evea the

need for task related guidance, say be ignored.

Qutside Sources of Inforpatiog

In this situation, the leader must rtely heavily on
sources outside of his or her own unit to provide
information related to resources aad inforzal structures
that exist in the organization. For this reasoam, it is
critical that the leader iemediacely establish
cosmunications with his or her superiors and peers, The
relatianship that the leader develops vith key
subordinates, vho are also in the process of orieating
theaselves, should reflect a sutual effort tovard a cosson
qoal. Since these key subordirates will have Bwmore
interactions with lover level subordinates, they can provide
the leader with inforsation that the leader would wot have
time to obtain on his or her owa. In exchbange for this
ioformation from the lower organizational levels, the leader
should accurately infor: key suberdinates of all relevant
information (from the upper otganizational levels. The
leader <can gqain this ionformation through ccutacts with
peers, superiocs, or even subov.: atiy who  ate high in
orqanizational saturity and are in other work uaits. the
leadar should also expeund the time to cavefully exzplain the

tasks that the group is to petforms, express his expectitioss




of the role of tbe key subordinates in cosgleting these
tasks, and ansver any questions these subordinate
supervisors say ask. If the subordinate sugervisors were
bigh in organizational maturity, a leader could depend upon
them to help interpret information cosing from the upper
organizational levels and aid in deciding how tasks should
be accoaplished. Instead, given the subordinates' low
levels of organizational maturity, the leader will have to
be the interpreter of the inforsation and also structure the
tasks for the subordinates.

Ia this situation, the nev leader aust take full
coamand before he or she has established the optimal
cosmunication gnetvorks or acquired a4 comglete wvorking
knowledge of the organizatica. Purtheraore, the leader is
upable to rely upon key subordinates for help; rather, these
very subordinates will be 1locking tovards the leader for
guidance. This mesas that the leader sust react guickly to
a demandiang situation. AS a conseqgueace, iv is likely that
the leader wvould wmsake more amistakes, ¢2fetieace asore
frustration, and {e2]1 wote stressed than if be or she had
entered a group with expecierved subordinate supervisors.
Despite these problews, the leader aust still saster the
leadership skills whaich wvere discessed prtevicusly. The
order in which these skills can be developed will aot chaage
in this sityation, Only the tate at which these skills acze

acquired may be incteased. Furthlersore, therc atre limits to
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the control that a leader has in reducing the time needed to
gain the threshhold level of organizational maturity needel
to lead =ffectively. A leader wmay councentrate on learning
techaical skills and attespt to iamediately establish
coamunication chansels. However, the time required to gain
subordinates' trust and acceptance vill be a functioa of
many variables which say be beyond the control of the
leader.

As wve conclude our preseantation of the developmental
sodel of leadersbhip in its general fors, keer ic aind *hat
the modeli vievs leadership as an organizationali process. To
discuss the lea:nrship process outside of a particular

organizational «context may pruduce a4 gJreat deal of

aabiguity, Any particular organization bas characteristics
vhich place certain constraints on the manoer ia wvhich the

leadership process will develog. As an organization, tae

g AT o B

U.5. Arey sets a nusber of requiresents vhich are iaportast

moderators of the silitary leadersdip process. ¥e vill aow
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turn to A wote specific discussion of leadersbip ia the
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The Ogrganizatjonal Epviropmept apd Leadership
Bequirements of the Unjted States Agsy

Autbority

Like any other organizatioa, the goals and formal
structure of the U.Sa. ACmy <Cteate an organizationmal
eaviconmseat which places particular requiresents upon a
leader's behavior. It 1s this organizational eanvironmsent
vhich makes the Atmy otficer's rcele as a4 leader different
from tha* ot leaders wn civilian organizaticns. while there
ave 4 nunbet Ccf similarities beteeen the two roles, as an
Aray otficer, you are likely to have wmore authority over
subordinates than a leader in a civilian setting. Your
soldiers are on call 24 hours a day. shile soldiers
norsally do not vork a full 24 hours, during times of war or
during field traiaing ezercises, these individvals are
alvays on duty and under youc direct authority. In addition
to having authority over your soldiers for sore extended
periods of time thanm civi}lian leadets, the extent of your
authority, whea you do exexcise it, is also wich greater.
¥ben a soldier caters the Atmy., he or she agrees ¢t obey ac
extensive set of rules a8d gegulatioas. This set of cules
an0d regulations gives you the power to issue nuserous erders
to yout soldiers, and it is their duty R0 caziy out these
orders to the best of their ability. If soldiets refuse to

fespond to these orders, tde disciplizaty acticas which you
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may take Os recoamend vwill have more serious consequences
than actions vhich may be taken in a civilian position. 1In
a civilian job, the ultisate limit of your authority vould
be to f{ire a subordinate. As a ljieutenant in the Aray, the
disciplinary actions you recossend could wultimately result
in a soldjer being confined to a correctiocnal facility or a
dishonorable discharge, vhich would remain persanently on

the tecord of the subotdinate.

Besponsibility

The greater deqree of authority gqranted to an Arasy
officer is also accospanied by & yreater deyree of
responsibility., A civilian manager?s responsibility for his
ot her sSubcrdinates 1S usually limited to the time they
spend on the jeb. As a platoon leader, you will €ind
yourself aot ¢nly responsible for your soldiers® behavior at
work but 4lso for their bebavior off-bdase. 1t cne of your
soldiers is iavolved in an w«ltercation off-base, you will
aut ouly be anatified of the prodles, but will oftea te
expected to take necessaly actions to cocrrect the situatioo.
Oae possible reasan for the degree of tegponsidility you
aus? assume for a soldier’s bebavior, is thav whether the
soldier voluatverad ot was drafted, he or ahe is expected to
remain in the Aewy fur 2 ainiwmue specitied tise period.
Thus, you do cot have evailable tke option Of simply firiu

3 trouble~salking ewployew, Bather, you are expected o work
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vith the soldiecrs and help thes solve both jobt related, and
to a certain exteant, personal probdleas. bhile it s
possible to have a soldier discharged from the Acmy, It is
not within your authority as a lieutenant to tike this
action. You wsay begin the actions which lead to the
discharge, but to do this will require a wvell docusented and
extensive case. This evidence must indicate that despite
nuserous attespts to correct a soldier®’s actions, the
soldier caannot or will not perfors appropriately. The
papervork and tise required to prepare such a8 case place a
constraint on your o;tioms in handling a difficule
subordinate.

Just as your soidie~s pust obey your orders, SO must
you obey the orders fros your coasanding officer, even if
you do ot fully understand or agree with their inteant or
possible coansequences. As an officer in the Armsy, Yyou are
expected to set a ¢ood exsemple for your trogps. Thus, your
bebavior on and off base 15 cxpected to teflect the high
sotal and elkical standards of an officet in the U.S5. Army.

Ozher Llactors ian whe Army setting also wmake the
militacvy leadershiy process unique. The great nunumber of
tules aud tegulatioas and tbe formalized leadership
stfucture preveat the use of certain leadership techbaiques
such as geoup predles solving. The very short tise spaas
available €or decision-saking during cosdat wiil wsake any

rype of participative managesear jspractical. The Jevel of
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stress vhich may arise in wmilitary leadership situatioas is
another factor wvhich distinquishes the officer’s tole froms
that of a «civilian leader. For exasple, the cosbat
situation for which all Army leaders wsust be¢ prepared is
characterized by levels of stress seldos approached in any
non-ailitary setting. Durinyg cosbat you will have alsost
absolute authority and respumsibility for your croops. Your
decisions and orders must be carried-out vithout delay o1
question since the success of the sission is cften dependec
on the speed of a upit's actions. This bhigh straess
situation for which Arey leaders are trained is a wmajor
factor influencing the Arsy's crganizational environsent.
Finally, the existence of a Non-Comaigsioned Cfficers corps,
vhich parallels that of the Coreissioned Officers Corps, is
anothet important factor affecting the leadersbip process in
the Arey.

All ot the factors msentioned atove are a patt of the
U.S. Arey organizational setting in which you will fuaction
a3 a leader aad as as officer. We vill oow turn to a sore
specific treatmeat of the leadersdhip process in  the aray.
Ec shall present you wvwith exasples of the lead¢rship process
aad 1ts developacat £or a newly cossissioned !'iczuienaat in

the Acey.
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The Newly Compmissioned Lieutenapt as

a Leader Low in Orgapizatiopal Maturity

The Nevly Copmissioned Lieutepant

Perhaps no situation more clearly exemplifies the state
of a leader who 1is low in organizational maturity than a
newly commissioned lieutenant leading a platoon. The new
lieutenant may oot be technically competent in the tasks
performed by the platoon because he or she has not received
such training. Furthermore, the new lieutenant is likely to
lack knowledge of the informal awmilitary structurz and
precedures vwhich may be used to accomplish a particular
task. The new lieutenant may have extensive knowvledge of
the forwal structure of the Arsy but, under certain
circumstances, an understanding of the informal structuce
and prbcedures may we critical in aiding the lieutemant to
complete a mission.

The new lieutenant may also 1lack the communication and
hupan relations skills needed for effective interaction with
senior NCOs within the platoon. The NCO may be much older
and aore organizationmally mature than the Llieutenant.
Similarly, the lieutenant may not have the understanding
needed to motivate and counsel the soldiers vho come from a
such different cultural background. The newv lieutenant may
also find that the NCO's and soldiers are ot motivated by

the same things that motivate the lieutenant.
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Pinally, the nev lieutenant is likely to te very unsure
of his or her own role within the wmilitary crqanization.
This will be particularly true if the lieutenant has
developed the expectancy that his or her scle tesponsiblity
is to lead a platoon. Often a unew Jlieutenant is assigned
numerous "additional" cospany level duties which require
copsiderable time. Frequently, this npev officer does not
expect such duties and subsequently becomes quite frustrated

with the magnitude of the workload.

The Platgon

The platoon typically exemplifies the definition of an
organizationally mature group of subordinares. FPor example,
many of the platoon meambers are likely to have received
extensive tlaining in their particular area of task
specialization. 1he platoon, like any group characterized
by high levels of organizational maturity, has a formal
group structure. The NCOs represent formally sanctioned
leaders who have many years of experience in the Aray. One
indication of the level of group maturity which may exist in
these platoous is that it is not wunusual for the platoon to
have fuoctioned for some time wvithout the help of a
licutenant as the platoon leader.

The exception to this normal state of affairs maey occur
when the NCOs in 4 platoon have just been gromsoted aud/or

transferred from a unit which had very diffcreat tasks to
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perform. For example, if the platoon sergeant had just been
promoted and transferred froms an infantry battalion to an
arsor battalion, he pay actually bhave a low level of
organizational wmaturity. Remember that it {s the NCOs!
level of organizational wmaturity which is most critical ia
deteraining the leadership ccuntext of the neWly assigned
platoon leader. If the squad leaders were also recertly
promoted, then the sulordinates’ Jlevel of organizational
maturity <for the platcon would be low rather than high.
This will be true despite the fact that the E-1 and B-2's
within a platoon may know their jobs very well. The
suborcdinates with whom the lieutenant 1is expected to
interact are primarily the NCOs. If the XCOs have a low
level of ocqanizational maturity, then they will seek
quidance from the lieutenant. Of course, if the E-1 aud
£E-2s are also lowv in orqganizational maturity, the situation
®ay becoms even more difficult.

The ibove discussion raises an isportant issue which
must be addressed. Hov o you assess  your ovy
organizarional maturity and the organizational matutity of
your NCOs and soldiers? This question is of priwe
iaportance since this assessment will affect the first
actions and decisions wvhich you as a platoca leader sust

take,
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The Self-Assessmept of a Lieutepsnt's Qfgapizational
datycity

The safest assumption to make when you take your first
leadership assignaent in the Army is that you have a
relatively low level of organizatiomal raturity. Hovever,
this does not wmean that you have no strengths as a leader.
You may have already bequn to develop good cosmunication ind
bhusan relations skills, and these skills are very isportant
vhen a leader initially eanters the platoon.

The tirst gquestion to ask yourself is "™As [ technically
cospetent to petfora ay jobw, To answer this guestion you
may bhegin by revieving the technical material which is
relevant to your assignaent. Do you really know this
materi.l? Coul¢ you apply your knowvwledge or do you oanly
uncderstand the theory irvolved in the Job? If you have
answered "yes® to toth ot the above quastions, then Yoy have
passed the first huidl«. The next guestiea is: Do I
understapd <he technical skills required of &y suhordinates?
To answer this you can Jyok at the field manuals which are
relevant to the tasks pertormcd by the meshers of your unit.
Wwhile it is not necessary that you shouid be alle to perfore
all of the tasks that sulordinates perfors, ¥tu should have
the abiliry to svaluate vhether or not they ara doiayg their
job properly. fecall *the previous erawple of ths footpall
coach. e noted thit rhe coach did por bave te play as well

s o guatterback, but it vas necessaty that he srderstand
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exactly what the ¢narterback needed to do ip crder to vin a
fgotball ganme. You should ask yourself if yod know egough
about the jobs performed by yocur platoon mesbers to provide
the gquidance they need to function as a "winning teaa®,
when you <can answer all of the above questions ia an
afficpative manner, then your level of achieveaent on the

technical coanpetence dimension ot organizaticnal wsaturity

~will be quite bhigh.

The next phase of self-assessment gertains o
cosmunication and buman relativns skills. That is, do you
listen carefully and understapd your subordinates, peers,
and superiors? Do you speak clearly and at a level that
your subordipates understand? Do you understand your own
cultural biases and those of your troops? Steps for
developaent of these skilis are found in Section IV of the
text.

It is very ispogtant that *he newly coamissioned
lievtenant develog his or her techuical cospetence,
comaupication, and huaman celations skills eartly in his or
her career as a leader. while these skills will coatiaue to
develop over the course of tise, sose threshold level on
these three disensions wust firs' be reached so  thae
development of additional skills eay take placs.

TOo assess vwherher yau have a kuovledge of the iaforsal
organizational stgucturte asd  procedyres, you caa ask

yourselt a nuvabeét of questioans. Do I have accoss to the
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“grapevine®? Do I have any contacts wvhich will allov se to
obtain such inforsation? Do 1 know which mewbers of ay

platoon may act as informal leaders and thus have influeace

over other sesmbers of ay platocn? Your NCOs, troops, and
peers are a 4gocd source of this inforeation. Further
information about this dimension can be found in Section IV
of this text.

The final tvo disensions of organizaticnal asaturity
concarn understanding the use of pover and influence and
your role as a lieutenanr. The saterial preseanted in
Section 1V wvill provide basic knovledge and skills that
should be sufficient tor your initial assigasent in the
Aray. Thus, iy you learn this material wvell, you will have
an adequate level of coapetence in these skills. %o reach a
higher level of organizational weaturity you wsust actually
gain some experience in your umit. Below are a 1list of
questions to ask yourself wvhen assessing ycut Jlevel of
competence in these areas. First, how wgll de you use
various types of power and influence in diffetent
situvations? DO you rely too heavily on your rank or formal
authority? Do you feel comfortable in your role as aa
officer? Do you kaow exactly vhat is egpected ¢f you by
your cossanding otticer and your troops? Do you delagace
authority? Do you avoid the developaent o! crisis

situsvions by lonq taage plauaiag?
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The Assessmept of Sybogrdingtes’ Organigational Matupity

do)diers. With respect to the enlisted gersons in your
platoon, it is isportant that you have scame knovledge of how
competent these soldiers are in performing their jobs. You
can obtain the iaformation oneeded to assess these
subordinates' technical cospetence from their performance on
the Skill Qualification Test (SQT), together vith your own
cbservations of their performance during field exercises.
Iu addition to assessiog the techaical competence of these
subordinates, you should also essess their ability to listen
and follow instructions and their husan relations skills, inm
teras of their ability to work with other platcon aseabers.
You can assess the level of competence of your subordinates
on the latter two skills from your ovn interactions with the
soldiers and by asking your ¥ Cs about each soldier.

Non-coemissigned officers. Note isgortant than
assessing the organizational saturity of your enlisted
persoanel is the evaluation of your platoon sergeant and
squad leaders. You should be adle to assess their: (V)
technical competence; (2) communicatices skills both with
tespect to understanding your orders and cossunicating with
their subordimates; () buean relastions skills ian terms of
bhandling probless of poor work perforsance, social prodbless,
and personal counseling of the soldicts: (4) avareness aed

ability to wake use of inforsal structutes and frocedures is
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the platooan or cospaay when the formal structure canpno® be
used and 4 sission sust be accomplished; (5) use of proper
sethods of influence, such as not coercing troops
unnecessarily; and (6) understanding of their tole in
leading the yplatcon and their capability to make good
decisions vhen they are delegated a task.

To obtain the infcresatics csquired to evaluate your
NCOs, you must first establish good cosmunications with your
company coamander and other lieutenants in the coapany. If
possible, you should also coatact the officer wvhoa you are
replacing to obtain his or her assesssent of the NCOs.
Another aveaue tc explore is the ezxasiration of the
platoonts records. Thete you will find data concerning how
long your subordinates have been in the uaie, theitc
particular specialization, and an evaluation of howv well
they perforsed io ttaining. Sose of this infcrmation caa be
obtained directly from conversations vith each NCO being
evaluated. inother source of ianforsation will be your own
observations. DO your NCOs complete the tasks you assign in
4 reasonable period of time? Vete they done corcectly the
tirse tige? lave you been required to constantly check-up
or your MCOs in order to keep thes vorking? ave you fouand
that your troops bhave a high degree of respect for the NCOsS?
itlave the KCOs trained the ttoops vwell? Did they sees to
handle probless between the troops adequately or have you

had to =oastantly interveme in solving these groblees? I
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the ansver to more than one or two of the above questions is
"no" for any of your NCUs and they have not been in their
bosition tor a long period of time, thea they may need more
tise to reach an adequate level of of organizational
maturity. 1f after they have been in this role for wore
than 3 tc 6 wmonths and still shov no sigos of iaprovement,
then it wmay be necessary to begin performance counseliag
vith the NCO.

In some cases you may find that an NCO does not perfora
vell, not because of any lack ot organizaticaal saturity,
but sisply because he ot she does not care to do so. In
this case, you are dealing with a probles of sotivation or
attitude, rather than a la-k of skills. Khile such a
probies may lead to nany of the sase S7afptoss amenzioned
above, |t Bay require wmore action oh  your part to bring
about the change in attitude needed to isprove these NCOs*
petrformance. Information relevant to vorking with an NCg ip
this manner is discussed ia Section IV of ehe text,

The quidelines above vill serve as 4 beginning for
assessing your gwa organizatjional aaturity and that of your
subdrdinates. You will certtainly be able te  add agserous
dther steps or procedures to the process as you develop youyr
capabilities as a leader. 11t g iaportant to aote that such
an assessscst should be one of the first steps takon upon
“ntering any aew leadership positioe. You will fiad j:

advastagaous to do Some “pre-thinkinq' aboyt these
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Developaept of Effective Leadership

compugicatiop chapgpels. Fros what you have ~lready

read, you should knov that the optimal strategy to follow
vhen you enter your umit is to first establish good open
coaaunication chanoels with your coapany cossaader, platcon
serqeant, and fellov lieutenants. Your first ~<contact should
be with the coapany cossander. During the imivtial
discussion with the company counmander, Yyou should clarify
the coaspany cosmander’s perforsance expectaticns cof you and
your platooa. In addition, you should gain as «cuch
inforsation as you can about the comspauy commander's curreat
evaluation of your platoon serqgeant and cther AdCOs. Have
any problems cxisted in the past im your platocon? How does
your coepany coemander run the cospany and what is his or
her philosophy of leadegship? During this weetin) you will
probably be assiguned a nusber of “additional duties®. 1t ig
iaportant that you ask your coapany coesandet to clarify
vhat each duty euntails or whete you might be able *o obtaia
this inforewarioan.

Your next sStep should be to talk with the lieutenant
you are replacing awndsor the other lieytenants in your
cospany. Ty to fied out as such as possitle about the

cospany, d4aad yout platoon. At this point is tise, you
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should be ready to meet your jlatoon sergeaat. This ameeting
is of critical impottance. Your platoon serqgeant is likely
to e a big factor in your ability to succeed as a leader.
The platoon sergeant will have a great ianfluence over the
sembers of your platoon and may also have extensive contact
outside of the platocn, even to the extent of coasunicatiag
directly with your company coasaader. Make it clear at the
initial weeting that you aneed the full sugport of your
platoon sergeante.

You: platocn seryeant should be able tc acquaiet you
vith the wsananer in which your platocas normsally functioms.
Try to recognize the strengths and weaknesses of the platooun
from his or her report. This sergeant say alsoc be able to
give an assessoent of the persomnel in your platoon. The
primary purpose of your ipitial wmeetings with the plazoosn
serqeant should be to qain inforsation 3pd not to give
erders or beyjp paking changces in the platgon. Yf you finpd
that yout plataon sergeaut is extrenely low in
organizatioral maturity, then you may have to seek help fros
other sources. Ioe this case, you should try to obtain
inforsatioa aad guidance 1i1ros other seuior BCOs in  the
cospany, includioqg oibet platoon setqeants. these other
platoon sergeants wight tel! you how their platceons norsally
fusction and alect you to any pacticular actions you aight
take which could imsprove the fuactiouiag of ycur platoon.

Comsunicate both directly with the soldiecs st:d4 with
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your NCOs comnceruning the soldiers in the glatoon. The
information qained through these channels, ccupled with the
your initial observations of the pertorsances of both the
NCOs and soldiers, will Dbeqgin to provide you vith the
knovwledge necded to understand vhat sust be dcne to motivate

the soldiers and HCOs and improve your uanit's effectiveness.

Leadep ~subordindte cgelationships. If you wish to
actually lead the platoon based upon your personal influeace
tather than supervise the troops aad relyiag ugon your raak,
theo it will be necessary tor you to have sose kgpowledge of
each soldier as an individual, This is a prerequisite .Jor
true leadocship because leadership influeace is based on
individual leader-newber relationships. It is through these
relationships that you gair the power to intluence soldiers
sithout serict  teliance an formal authcrity. The
developnent of such re¢lavionships, hovever, takes time and
you aust initially rtely upon the forsal aurthority accorded
your rank. Furthersore, the relatiunships which ovolve suse
be that of 4 leader and subordiaate, and poat the
“buddy-“buddy™® tyge relatiouship you develo; with peets.
The leadervsubordinave nature of the relaticaship say be
critical ta viacs ot combat when it becoses neccssary fot
your orders to be ftollowed without hesitation. If you and
yout soldietrs have developed 3 “"buddy-buddy* ceype of
relacioaship, then ey eay tecl rhae they ate your equal

rathet thas yout subordinmate aud eight yuestios your ordecs
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in a critical situatiou.

Ihe NCO chaip of compand. The developrent of "buddy~
buday*® telationships Ddetween you and your soldiers is
likely o0 result im criticisa froa the NCOs for several
Ceasons. Pirst, you are¢ Sugposed to use the NCO chain of
coasand. Your NCQs arve likely to coasider the scldiers ia
the platoon as being their subordinates, aod in sacy vays
they ave correct in making this assuvaptica. The NCOs aust
saintain authority over the soldiers. If you bypass the
NCOs and issue orders directly toe the soldiefs or becose
overly friendly with the soldiers, then ycu say unaereine
the authority which the NCUs need *0 lead the platoon in
your absence. It is lamportant that you develcp this NCC
chain of command so that it functions in a very efficien®
and effective eanner. You may often be abseat (from your
platoon due re  additional dutiee at the cosjazy level aad,
in these instances, you susx* tely upon your MCGs. They wsust
bave the acthority to carcy out certain leadership fuacticas
S0 that your abseace will aot distypt platecn pecformsnce.
1£ at all possible, tell ypoul platoon setgeant what seeds to
be accemplashed and then 2llov hiv aad the =guad leaders to
assiga the necessary “"asks to patticulat s0ldices ia  the
platoesn. The peoasille ecrcention o this coutse of action
vill Occut  when your asseusment reveals that your platoon
sergeant has aa extrcsely lov level of corganizatiosal

Baturity ol sieply teluses to accept the respossibility ehat
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bis or her position requires. 1f the NCO bhas a lov level of
organizaional saturity, thea ycu pust work to develop tis or
her leadership skills. It jou find that your platoon
setrgeant 1is pot lacking in ability, but still is aot
performing Yis or her job, ‘then you may have to tesporarily
perfors the HCC's Tjob. You should talk to the NCO, and try
to motivate him ot her to accept respoasibility as the
platoon sergeant. 1f this counseling fails and you are left
leading the platcon wvithout the sergeant's helyg, then you

should bring the probler to the atteption of youl cospany

ccamander.
Premature leadership. If you prematurely atteapt to
lead or chanye the pananer in w«hi<ch your pla*toon is

fuactioning, you may find tha* your suggesticns will be
folloved only wvhen issued as direct orders. Futthermore, if
you do fnot have a grea* deal ot both technica! and task
coapetence, such orders may result in less ctfective
functioning of the platoon. In *his case, the soldiers and
NCUs who have been perforsing their jobs for sose¢ time may
tee]l tesentaent towatrd you. tn addirtion vo tesisting yout
\nitial iaeliective suygesntions, they vay also resist later
atteaprs at  chanye whaich could acrtuwally lead o wmore
effective platoon functioningy. Sveh feseatpent 1S likely to
ithterfere  with the establirhaent of oget coesuulications
between you and  youf <yfordierates, thuys gfetafdiog the

development of aefenuaty leadet-subotdinate  telatioaships.
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This type of presature leadership would bhe expected to occur
if you have a predisposition to be task oriented and enter
an extremely stressful leadership situatioan. This may occur
if you enter a platoon which is perforaing fpcorly and your
company commander sets extremely high performance
expectations for you aund your platoon.

If you are a person oriented 1leader, you may react

quite differently under the same stressful conditions. You

= may feel that the best way to improve performance wvould be
J;' through the improvement of the human relations clirmate
ii: vithin the group. Problems may occur if the senior NCOs
’ﬁ“ perceive your behavior tc¢ be too ®"buddy-buddy™ with the
soldiers. This may be aan easy trar to fall into since the
= soldiers are often closer to your age than your senior NCOs.
-h The soldiers may also appear less threatening to you and
consequently you may find it easier to interact directly
v.th taen. Tte soldiers themselves way view your actions

with suspicion 1if adequate tiee has nrot passed for you to

bt s o, G IGIT TRt

actually know them as individuals. This suspicion may cause
the soldiers to view you as a "phony". It is critical that
you evaluare your leadership behavior to determine if it is

a personal reaction to stress.

Cultural differences. Understanding the needs and

values ot your soldiers!'! is laportant. You will find that

your soldiers have backyrounds different frcm your own.

8
-

Their background will infiluence their motivation and vhat
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they value and respect. You must understand this in order
to lead your soldiers based on more than just your formal
authority. This will mean that you must interact with, and
gain an understanding for, individuals with various cultural
backgrounds. There may be language barriers which you must
overcome in order to communicate with these scldiers.
Counseiing. An understanding of the value systeas of
your subordinates is also required before you can conduct
counseling with these individuals. You will find that a
significant portion of your time will be devoted to
providing performance and personal counseling. One step you
should take shortly after entering your platocn is to ask
your company commander and the Chaplain what referral
services are available when your subordinates' probleas are
too severe for you to handle. The chagter on human
relations skills in Section IV of the text will provide you

with quidelines on recognizing wvhen a referral is necessary.

Limits of Your Authority

You must learn vnhat actions are considered to be appropriate
for haudling the wvarious problems which arise in your
platoon. If you tail to exercise the proper authoritv, your
troops may pelceive you as weak. If you overstep your
authority, you may tind yourself 1in serious trouble wvith
your superior officers. You should also recoqunize that it

would be uuwise to rely solely wupon your rank or threats of
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imposing disciplindary action to motivate you: troops. Such
a reliance on tormal authority may lead to a lack of respect
for you as an individual. Receated use of punitive actions
might result in vyour soldiers perceiving you as a coercive

leader.

Informal Organizational Structure

At some point in time, you will probably discover that
in addition to the formal orqganizational structure there
exists an informal structure within ycur compaay. While it
is important that you are avare of any inforsal structure
vhich exists, you should always try to use the formal chain
of command. An informal structure may exist to enhance the
accompiishment of formal orgamizatioral goals. However, to
effectively use such 4 structure requires that a leader have
established extensive communicdtion networks and be famiiiar
with the informal procedures and noras which exist ia the
company and battalion, Attempts to wuse the inforamal
structure without this type of knowledge will be largely
ineffective. This is an important reason why a newly
commissioned lieutenant should alwaye use the formal
organizational structure wvhenever possible. If the use of
some informal organizational structure sc¢eas imperative to
the accomplishment of a mission, the nev lieutenant might
best rely upon his platoon serqeant to handle the situation

or should at least consult with this NCO before taking aany
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action.

Within vyour platoon, you m@may become avare of the
existence of sub-groups of soldiers and inforsal leaders.
If this informal structure creates problems that your NCOs
cannot res2lve, then you must take action to either modify
this structure or orient its sembers toward the
accomplishment of your platoon's goals. This say involve
trying to gain the cooperation of inforsal leaders ot
possibly transferring thea out of the unit. 1In dealing with
your soldiers, particularly those who are likely to be
informal group leaders, you must be careful to reward then
ornly for behavior directed at achieving the crganizational

goals which you are working to accoaplish.
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SECTION IV: LEADERSHIP SKILLS

Introduction

Buch ol what an officer in the U.S. Arey must koowv can
only be gained through the experience of leading soldiers in
an actual Aray s--tting. However, there are a nuaber of
steps you may take while in ROTC to prepare yourself to be
an effective leadet. The knowledge which you have gained
frca reading the reviews of current leadership theories
(Section II) and the presentation of the develcgrental aodel
of leadership (Section [II) should have given you some
important imnsights 1into the leadership prccess. The
developmental mzodel should have provided you wvith a broad
perspective froa vhich to organize your thoughts about
leadership and bhelp you learn from your expericnces as a
leader. This includes experiences, not only after you enter
the Aray, but also in any leadership position which you
currently held.

In addition to ¢aiaing & qeneral insight {fnto the
leadersbip process, you should also develop your skiils in
each of the six diwmensions of orqganizatioral axturity. This

last section of the text includes cbBapters which discuss the
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skills required for the development of effective leadership
and exercises to facilitate your developsent of these
skills. The chapters coincide with the dimensions of
Drfganizational maturity and include material ccncerning:
1. Technical Skills,
2. Communication Skills,
3. Human Relations Skills,
4. Understanding of Formal and Informal Organizational
Structure,
5. Understanding of Different Types of Power and
Influence, aad
6. Understanding of the Role of the Newly Conuissioned

Lieutenant in the Aramy.

Let us nowv turn to the training of these six skills.
We vill discuss sose basic skills you need to saster, some
guidelines to follow, and questions you should ask yourself.
fou vill also have an opportunity to viev and/or participate
in behavioral demonstrations which will give you an
appreciation for these leadership skiils, It is iwportant
to note that these behavioral demonstrations ace not gases.
The situations which are presented in wany of these
oxercises are teal probless which were described to the
autbors by anewly cosmissioned lieutenaats in tbe 0.S5. Arvky.
Remeaber, it i3 quite likely that you will find yourself ia

very sisilar situations afeer you bhave rteceived your
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commission. While you vill probably make at least some

mlstakes, the material contained in these nex: six chaptars

may enable you to make both fewer
which are of a less serious nature.
problem does arise, the skills you
provide you with 1 wider range of
actions and increase your chances of

the problea.
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Iptroduction to the Exercises

The exercises wvhich follov each chapter in this section
of the text represent a sequence of critical incidents, or
sitvatioes, which a pewly commissioned lieutenant can expect
to encounter upon entering the irmy. In the exercises, the
students will assuse the roles of a oevly cosaissioned
lieutenant and other members of Coapany XYZ. The students
will be provided with a great deal of inforamation about the
structure and functioning of this hypothetical coapany.
Although the company itself is hypothetical, the situatioans
in each exercise pertain to real situatiocns encountered in
the Arnmy.

In an atteapt tc pake the exercises realistic and to
parallel the continuity and interrelatedness cf events in
the real world, the exercises are also interrelaved. This
interrelatedoess is developed by use of the common context
of Cospany XYZ and Platoon A in most exercises. Inforsation
presented in eaclier exercises wvill be relevant to tasks
serforaed in later exercises.

Another laportant asjpect of the sequence cf exercises
is that the later erxercises tend to become wsore coaplex.
Tnis iocrease in couplexity is built ipto the exercises for
tvo reasons. First, as aoted in the text, the leadership
skills needed by an Army officer are interrclated. The

developacut of eore cowmplex skills depends ugon prior




development of basic skills such as comaunication skills,
The later exercises concentrate upon the @sore coaplex
leadership skills and thus, re¢flect this comglexity and the
integration of basic leadership skills. Furtheraore, ia the
actual Aray setting, the nev platoon leader's perception of
the sitvation in which he or she functions will increase in
complexity as information is 7Jained over tise. Exercises
vhich follow the later chapters in the texat alsc depend upon
the greater amount of situational infcrsation which the
student gains froe the ccapletion of the earlier exercises.
This greater amount of information will provide the studeat
vith a more complex and realistic view of FPlatoon A and

Company XYZ.

Iptroduction for the Lastructor

SOME OF THE EXERCISES CONTAINEL IN THE TEXT ARE TO BE
PERPORMED BY GROUPS OF STUDENTS. A CERTAIN ANCUNT CF ROLE-
ACTING IS REQUIRED IN THESE EXERCISES. INITIALLY, SONMER
STUDENTS NAY DG THIS BETTER THAN OTHEAS, HOWKEVER, ALL SHOULD
INPEOVE WITH PRACTICE. THE ACTIVE PARTICIPATION OF ALL
STUDENTS IN THE EXEBCISES WILL PROVIDE THE OPTINAL
OPPORTUNITY FOR LEAGNING, PREGARDLESS OF THE STUDENTS' RCLE-
ACTING ABILITY.

1P THE INSTRUCTOR WISHES, HE OR SHE MAY HAVE ONE GROUP

OF STUDENTS PERFORM THE RCLES IN FBONT OF THE CLASS WITH THE

OTHER STUDENTS ACTING AS OBSERVERS. IN THIS CASE, IT WOULD




BE BEST TO HAVE DIFFERENT GROUPS OF STUDENTS PFOR EACH
EXERCISE TO ALLOW THE MAXIMUM NUMBER OF STUDENTS TO PERFORM
THE ROLES. IT MAY BE BENEFICIAL TO HAVE THE MWORE “SERIOUS"
OR “MOTIVATED® STUDENTS PERPURM IN FRONT OP THE CLASS PIRST.
THIS ABRANGECMENT CF ONE GROUP PEB CLASS PERNITS SXTENSIVE
CLASS DISCUSSION AFTER THE EXERCISE IS COMPILETED. CLASS

DISCUSSION SHOULD CENTER ON PERFORMANC

g

OF THE ROLE, [L.E.,

L

:
LT. JONES, ANU NOT PERSGNAL CRITICISH QF THE ACTOR AS AW
IVIDUAL. IF PERFORMING IN FRQONT OFP THE CLASS IS USEBD AS

:

PUNISHMENT FOR CLASS BEHAVIOR OB ATTITUDE, IT SILL DECREASE
THE EPFECTIVENESS OF THE EXERCISES.

A SECOND TYPE OpF EXEHWHCISE ARE THOSE WRITTEN POR
INDIVIDUALS TOU PERFORM CN THEIR QOWuN. THESE EXEBCISFES
CORRESPOND TO OSRGANIZATIONAL LEAUERSHIP DIMENSICNS WHICh AKE
MORE KXKNOWLEDGE-ORIENTED THAN SOCIAL SKILL-ORIENTED. AFTER
INDIVIDUAL STUDENTS HAVE C(GMPLETED THESE EXERCISES, THEY
SHOULD PHESENT THEIR ANSWERS TO THE® CLASS ANC EXTENSIVE
CLASS UISCUSSION SHOULD FOLLLW,

SUME OF THE PROULEN SOLVING EXERCISES ARE RELATIVELY
UNSTRUCTURED. THE LACK OF STRUCTURE IN THESE EXERCISES
ALLOWS THE STUDENT 8AXINMUAM FREEDUR TO BF CREATIVE AND
INNOVATIVE IN PROVIDING SOLUTIONS TO PROBLENS. FOR SONE OF
THOSE EXERCISES IN WHICH THERE IS NO OBJECTIVE SOLUTION, A
SELF ASSESSHENT SECTION (S PRCVIDED FUR THE STUDENTS. Is
THE SEL¥ ASSESSAMENT SECTION, CNY OH MURE POSSIULE SOLUTIONS

TO THE PRUBLEN WILL BE PPESENTED. THE SOLUTIUNS PROVIOED IN
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THIS SECTYON OF THE EXERCISE REPRESENT A MNEANS POR THE
STUDEET TO ASSESS THE ADEQUACY OF HIS OF HER SCLUTION, AND
ITS HEASONABLENESS IN A NMILITARY ENVIRONMENT.

OTHER EXERCISES ARZ FOLLOWED BY A SET CF DISCUSSION
QUESTIONS QR A NUMBER OF QUESTIQNS PEQUIRING OBJECTIVE
ANSYERS 3ASED UPON INFOBMATICN CONTAINED IN <THE EXERBCISE.
EXERCISE 1 AND EXERCIESE 2 ARE EXAMPLES OF THIS TYPE OF
STRUCTURE. IN THESE CASES, THE STUDENTS' ABILITY TO AMSWER
THE QUESTIONS WILL SERVE AS A MEANS OPF ASSESSING THRIR
PERFORMANCE. [N ADDITICGH, 1IN SCHE ROLE PLAYING EXERCISES,
OTHER STUDENTS SILL ACT A5 OUBSEHVENS WHO PROVICE FEEDBACK TO

THE INDIVIDUALS FERFORNING A PARTICULAR ROLE.
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Technical Sompetepnce

We have stated elsevhere that the purgcse of this
course is not to teach technical skills. However, it is
appropriate to discuss the kinds of skills you wvill be
expected to knov vhen you begin officer basic training.
Many of these skills are very basic and say evea seea
travial. Hovever, each 1is an isportaant ingredient for
effective leadership. A3 a cclliegqe graduate, you vill be
expected to possess basic skills ia your wajor area of
study. Lo addition, you vill be expected tu have certain
technical skills requirel of an Army officer. As a new
officer, you wvill be expecteil to know hov tc parch and how
to lead a group of soldiers in various types of smarching
drills and ceregonial execcises, VYou will be expected to be
fasiliar wvith the rules and reqgulations ot the Atmy,
including the appropriate dress codes. Uith respect *o
technical skills cequired of an officer iu the field or in
cosbat, you should know how to read a sap and us2 a cospass.
After all, would you want to follov a l2ader who led you
around in circles? You should «lso be familiar with various
types of comesunication hardwate. That 1is, given tbe
importance of the c¢nordinating role that 4 lieutenamt is
expected t0 fultill in combat situvations, you should be

fasiliar with the opetition of rtadio uaits and fiald

telepliones.




This is certainly no% an exbaustive 1list of <he
technical skills that wust be learned during RCTC service.
Rather, it 1s presepted to provide you with an idea of the
level of technical skills a new officer is expected to
possess upoa entering the U.S. MIsY. To gain a better
understandiag of the specific techmical skills required, you
should examine the 0.5, Aray soldier manuals. You may be
expected to possess techaical skills wvhich are equivalent to
those discussed in the soldiers' panval for skill levels 3

or 4.
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commupication Skills

The process of effoctive comsunication is perhaps che
Rost important single process of leadarship. This is true
because the very definitiou of leadership 15 sturted in terss
of intluencing othars, To do +his, one aust be able to
lisven carefuliy tc tke needs aof cthers and then respond to
thea by coamunicating in a4 msaener which they updelstaed.
Effective cosrunication becomes  atsolutely eritical im
cosbat vhere a sipgle misundersrood order may cost the lives
ot hundreds of trceops and preveat the success of ap eatire
aLssion. As a lieutwzpaat, you will be ecxpected to
cosauticarte ia tace~rta-face situarions vith rour
subordinates, reers, and superiors; to make presentatioans to
groups of soldiers duting tratnany; and *o uwndegrsrand and
coapIse various written cospunications aed orders,.

Ie the pas®, you have updoubtedly experienced probless
vhich occutcred 33 a gesult of poot coaaukicaticas. pethaps
you can fecall 4 prof=ssoy who, although possessing a great
krovoedge an a pa<tidulat area, vas vasuecessful in reachiny
becauxe of an  Ltabtlity to pfcesent iuforeatioa ia  Qn
saderseandablv  aannet. Sisilatily, a leader wsay be
tecunically cospctent btur fail at leading because of

dsfficulry 14 cammunicating cffectively. Commanication
Y

&

skills are alsse wiucial for the developsent af effective

Luydaa felatioaas skills, *he  uaderstaeding cf jower and




influence, and wutilization of efficient decizion-making
processes. That |is, communication 1is a basic skill
underlying all the dimensions cf organizational maturity.
Suppose that you are in vyour first assignment as a
platoon leader and you are to bave a veapons inspection by
the coapany commander the next day. Uanfortunately, you
caanot personally supervise preparing the weagons for this
inspection because both you and ycur platoon sergeant must
accompany part of your platoon on a mission in the field.
You must decide which of your squad leaders should be
responsible for determining that the platoon's weapons are
ready for inspection. Rerember, if the weapons fail
inspection it will be you, and not the sguad leader, whe
wijil be held re¢sponsikle by your company commander. How are
coamunication skills related to this problem? First, vyou
must have a qreat deal of information abcut <t¢he squad
leaders to decids which cne to choose for the job. Such

intormation will be available only if you have established

good communication channels with your platoon sergeant and
other members ¢f your platoon. This inforpation gathering
requjres ggod listening skills. Furthermore, once you have
selected the squad leader, the success of the cperation will
depend upon that individual's understanding cf exactly what
must be accomplished. This will depead upon the clarity of

your orders., Critical Incident 1 presents a good

illustration of an officer not giving perfectly clear
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instructions. The incident wvas drawn fror an actual

interview,
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Critical Incidept I

Company X¥Z was preparing for a General
Inspection. Lt. Jounes, the company moter pool
officer, realized that one of the trucks in the
motor pool could never be repaired ir time to pass
the inspection later that morning. Lt. Jones saw
E~1 Moss walking through the garage. Lte Jones
called Pvt. Moss over to where he was standing and
told Moss to "drive this truck over behind the
shed in section A12 of the post and then report
back to the gqgarage". Lt.' Jones knew that Pvt.
Moss was not wvery bright, but as Moss drove awvay
in the truck he felt sure that he had solved the
problem of the truck which would Lot pass
inspection.

Pvt. Moss, attempting to carry out his orders
to the best of his ability, drove the truck to
section A12 and parked it behind the shed. He
vaited there for about 20 wminutes, started the
truck, and drove back to the garage exactly as he
had been ordered. Koss and the truck arrived just
in time to b2 present for inspection of the gsotor
pool, and as expectsed, the truck failed
inspection. After the inspection, Pvt. Moss vas

still vondering what had been the pucpose of his
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drive that morning when L*. Jones approached him
and began yelling at hia. Lt. Jones was in the
process of reprimanding Moss for failure to carry
out his crders and causing Jones great
embarrassment wvhen the truck failed insgpection.
Moss, visibly upset, was atteapting quite
unsuccessfully to defend his actions when Col.
Smith, the Battalion Commander, approached the txo
nen. Col. Smith demanded to know what had
occurred. Lt. Jones, confident that he was
justified in reprimanding Moss, told Col. Saith
exactly vhat had happened, including nis exact
orders to Moss. When Jones had finished, Col.
Smith began laughing. Ccl. Smith said "Lt. Jounes,
I believe you ove Pvt. Moss an apology. Actually,
Pvt. Moss followed your orders to a 19, You
never mentioned anything about leaving the truck
behind the shed. You just told him to drive it
there and return. That is exactly vhat he did".
Lt. Jones'! face turned red. He suddenly
realized what had happened. He turned aad
apologized to Pvr. MNoss and the three gen vent
their ways. Pvt. Hoss left happy that he had,
indeed, done as he vas told. Li. Jones left
eabarrassed and angry with hisself, vcwing that

the next time ho gave an order he would make sure
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the soldier knev exactly vhat he wanted.

Col. Saith left chuckling to hkimself,
confident that Lt. Jones had learped a valuable

lesson in cossunication skills.




¥hat exactly are comaunication skills? Hov does one
cossunicate effectively? much bhas been vritten omn this
subject, and we can only preseat you vith sose basic
principles. Hovever, if you understand these basic
principles, your chances of coamunicating effectively should

be izproved.

Listeging Skills

The first trinciple to keep in eind is that
coemynication is a two-vay process. The effectiveness of
vhat you say dcgends, ino great part, upon vhat jou have
heard and understood betorz you open your esath. Thus,
coamunication skills involve not only sgeakiag, but also
listening. Effective listening is as asuch a skill as
effective speaking.

Encoygpaging others to speak. The first group of
listening skills to be discussed areq copcerned «uith
encouraging another speaker to provide you with as =much
information as he or she can possibly traassit. In other
vords, whea you are listening to your <ccmpany cosmaader,
your platoon sergeant, of one of your B-1s, it is jimsportant
that you encoutage free and open cossunication. Several
quidelines are important in this situation. Fictse, pay
atteation to the speaker. It you are shuffliag through
papers or qlancing at a teport vhen soseone is spealking to

you, it may be interpreted to wmeas that you ate not
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listening and do not care aboyt vhat he or she has to say.
Even if you do care, the individual probably will not teill
you everything. Bvea if the person did, ycu might miss
parts oi the wsessage. Therefore, do not do other things
indicating that your attention is direcved elsewvhere.
Second, make frequent €ye contact with the individual agd
orient your body toward the person if possible. This
indicates that your attention and listening channels are
directed tovard the speaker. Cccasionally nodding your head
or wmaking short cosaments suych as “yes" c¢r “"go on" jin
appropriate breaks, or pauses, in the other person's sSpeech
tay further indicate that you are listening and will
eacourage his or her to continue. Finally, do not interupt
the speaker or "try to fFut words in his or her aouth."
Allov the individual to express vhat he or she has to say in
bis or her own words. Often those things which a speaker
vill have the wost trouble saying are the scst important,
and Lf you interrupt the Lndividual, then he cr she may fail
to give you isportant iunformatioa. Thes¢ actions will
enhance the coanmunicatioq pProcess by encouraging auother
person to speak. Hovever, it is importanmt to ceeesgber that
listeaing is an active, not 4 passive process, To listen
vell ianvolves aot only heacipg but understanding what is
being said.

Underssanding ubat bas begn Said. The second group of

listeaing skills vepresents behaviors that #3y enhance your
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ability to correctly interpret and uaderstand messages you
receive., In one-to-one comauynication, one aust listen with
his or her eyes as well as with the ears. Research has
shown that almost one-half of the inforsation exchanged in
one-to-one comnmunication is transmitted through chananels
such as gestyres, facial expressiopns, and body lapguage. A
speaker's tope of voice and y¥gjce jiptensity are ealso
important clues in helping you understand the true message
underlying what is said. For example, a nervous speaker may
avoid all eye contact with you, have a tense facial
expression, and speak with a choppy voice. These non-verbal
signals may indicate that the person is not telling you the
truth or that he or she is talkian about‘ something that is
quite important or painful. These types of cues are
particularly important in the counseling of subordiaates.
The same gestures or facial exgressions say coanunicate

different infornation in different situations. Such cues

say aid you in gaining a better wunderstanding of what is

being said and thus iasprove your effectiveness as a leader.

Asking gyestigns. Askinqg appropriate questions will
also ipcrease your effectiveness as a listener. The

isportant point tc keep in aind is that questions are asked
to gain clarification or wsore inforeation and pot to
challenge the speaker. For wexasple, i€ yo. ask a
suytordinate, “Why ia the bhell did you do that“ the

individual is likely t> lecoewe defensive and the Jlow of
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truthful informatican may end. You have a much tetter chance

of obtaining the information needed 1if you state the
question as: "I don't think I understand why ycu did that.
Can you tell pe more about «hat happened®™ It 1s also very
critical that you ask questions of your coasanding officer
vhen you do oot fully understand his or her crders. While
you may feel enbarrassed to ask for further clatificatién.
it will be less costly than to misunderstand ycur orders and
make a serious mistake. These questions for clarification
of orders might best be stated by repeating ct jparaphrasing
the order. For e¢xample, the question, “Excuse me Sir, but

hov many trucks do you mean when you say a tew trucks," will

-~
,

probably be much lLetter received than the quegtion, "Rhat
did you say, Sirc“. Alternately, you =might state your
interpretion of the order in your own vords and see if it
recets with agreement. Other actions vhich-lay improve
listening will be discussed in the human féiations skills

chapter., Let us nov turn to coammunication skills related to

speaking.

Speaking Skills .

The most fundamental aspect of speakiné is that one
aust speak in 4 g¢lear gudible fashjon. This seans that you
aust change the volume of your voice to satch ths situation.
Speaking with chewing qua or a cigarette in ycur south may

decrease the chances that your sessage vwill te understood.

st R~
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0nce you are speaking clearly and awudibly, the next
consideration 1is the particular audience vhom you arte
addressing. As a platoon leader your compunication caan be
directed upvards to your commanding officers, dovavard to
your subordinates, or horizontally to your fellow
lieutenants. The avareness  of the direction of
communication, or the audience you are addressing, is
important for effective coamunication. For example, the
audience that you are addressing will likely determine the
purpose of the commumication. If you are coeauaicating with
your coapanding ofticer, it is quite likely that you will be
receiving information atout wvhat you should be deing or
providing justification tor what you have already done. If
you are addressing a subordinate, you will likely be telling
him or her what they should be doing or asking thea why they
have performsed n a particular manwer. An exception to this
say be the coemunication wieth your platoon sergeant in vhich
case you may be obtaining advice. Cosmaunication with other
lieutenants is likely to be of a less forwal onature and will
giten be a4 mutuul exchange of infoisation.

Your aadience will 4also detersine the ccntent of yout
gessage. Tha* is, you nmust adjust your vocakulaty s0 that
those individuals wvith whoas you arte interacting vwill
uaderstand what ycu say. when alddressiay youyr cozsanding

officer and yout fellow lieutenants, it is acceptatble o use

the same vocabulary which you used in the colleye serting.




However, Aif you use this same vocabulary vhen giving orders
to your NCCs or solidiers, incidents sisilar to that of the
truck driver may occur in your platgon.

Finally, the audience you are addressing is a factor
vhich should influence non-verbal asgects of cossunication
such as your toae of voice. Beseaber, the sanner in which
you speak amay often be as isportant as the content of your
pessaqe. Wbile you may he qiving orders when coamunica*ing
dovnvard, you are aot giving orders when coasunicating
upvard, rdather, you are responding *o orders. Tke tone of
voice you will use in each of thcse situations will be
diffecent. ¥hen comaunciating vith an officer of the same
rank, your tone of voice and other non-verbal signals should
reflect a spirit of cooperation. For exaample, while you may
have authority over a fellov Jlieutenant Lecause you are the
company safety inspector, it would be unwvise to “bark
orders® at this officer. It is possible that you eay find
yourself requesting & truck frow the same lieutenint because
that person is the cospany motor pool officer.

There are a number of other points to keeg in amind in
various cossunication 3sitvations. ) €. performance
counseling, it is often hest to say what you sedn in a clear
aad direct fashioa. You should not souand like you arfe a
drill sergeant lFarkianq otders, but you shauld aveid
aabiguous comauyerication. No subordinate wants his or her

cossanding officer to shout at thes in a performance
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counseling session. In general, however, subordinates like
to know exactly "enere they stand® rather than leaving the
counseling session uncertain about wvbat they need to do to .
improve.
Coasunications of task information to sukordinates must
also ke clearly stated so that subordinates kncv exactly how
to accoaplish a task. Before addressing a group asseabled

for any type of training, it 1is best to thjnk through your

presentatjon coupletely. ¥ake sure that your presentation

] N will be lugical and glear. When attespting to exglain how
:H 2 to perform a task, teaenber the non-verbal aspects of

coaszunication. The use of yisual cxamples 9r demonstratjons

may be extremely beneficiil. when presenting difficult
3 i‘ tasks or complex ideas sgeak owsore slowly and pause

occasionally *o inyuire vhether your gsessaye needs

s f claritication. Finally, it *he subordinates' coaplete
:3 undercvanding of the task requitements is critical, then it

s %
|- X vould be wise ro verify thut they undecstand your

m T

* instructions, une method by wvhich this can te dene i3 to

e

ask questions dbout the tas. and rvo have thes deseribe in

theil ovwn vords exactly what they wuse do. Although this

g i say occupy valuable tiee, i* vill allov you to verity
T ﬁ? shether your orders have been understood.

3 Gosmunication Skills ugestiidus

3 The prescas nreatscot of cComsunication shills has teean

anid
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at a bhasic level. However. the fundamental grinciples that
have been discussed should provide you with a good
toundation in coasunications. The basic grinciples of
cossunication wvhich have been presented ate of central
isportance to human relations skills and other skills
related to organizational msaturity. The follcwing is a lis®
of questions which you wmight wuse to assess your own
coamunication skills,
l. 4m I a good listener?
2. Do my troops know that [ am intecested in what
they have to say?
3. Do I take what I hear for granted or do I ask
questions needed to clarify vhat vas said?
4. Do ay sutordinates understand what I :_.v?
S. A3 I using a vocabulary that is approgriate to the
aucience | ap addressing?
6. Do ! present coamplex »r difficult smaterial
too quickly?

7. Do I make sure that sy sessage has been usderscood?
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L£geggise 1
CORBUNICATION: Initial Meeting with the Cosmanding Officer

Introducsion t¢ £xefciges 1 and ExeEcise ¢

One imsportant aspect of lezdership is coasunication
skills. In the preceding chagpter, cossupnication wvas
described as a twvo-way process wvhich involves both lisvening
and speaking. Thesc firtst tvo behavioral deecnstrations are
role performaace exercises concerning listening and speaking
skills wvithin the coatext or the Aramy. The first exercise
involves the initial meeting of a newv lieutepant and his ar
her compary coatander,

The initial seeting Dbetveen the nealy assiganed
liecutenant and the company coamander is isfcitant because
sutual expectatioas are set concerniny the superior-
subordinate vork relationshig. Some of the isgornast topics
vhich might arise duriny this initial meetiag are: (1) how
does the captain plan to “brear in*™ the lieuteznant to vhe
company's organizatioa, (2) wbat are the lieutenantfis
prisary and secondary duvies, {3}) what tescucrces vwilli be
available to work with, and of coutse, (4} a description of
the iadividuals wvith whoo the li‘utenaert will Ge workiag.
This sceting should enadie cthe lieytenant te ¢gaia a4 geaeral
ispressioa ot rbe type of leadership which rhe coapany
comsander will evapect fzoe the lieutenant. Typically, this

will coiacide vith the cospans costaandec's gphilosophy of

239~




leadership.

This initial meeting exemplifies a situation where good
communication skills are very important. This exercise
prcvides an  oppottunity for the student to [practice these
skills. Below is an outline of the sajcr pcints discussed
in the text:

1. Communication is a process underlying all other

leadership processes.

2. Communicatioun 1is a two-way process involving

both listening and speaking.

3. Listening skills which encourage tke other

person to speak include giving attention, giving

eye contact, a receptive body orientation, and

occasional nods and verbal reinforcements. DO not

interrupt, and do not "put your words in the cther
person's mouth."

4. Listening skills required for understanding and

correct interpretation of another speaker include:

listening with your eyes as well as your ears,
paying attention to the tone of voice, and asking
questions for clarification.

5« Speaking skills include: Speaking clearly and
audibly.

6. Adjust your vocabulazy and tone of voice as a
function of the perscn to whom you are speaking.

7. Speaking skills vhen addressing many people




include: planning the presentation in advance, use
of non-verbal comnmunication such as gestures and
auvdio-visual equipment, speaking at a rite
appropriate for the complexity of the topic and
knowledge of the listeners, allowirg gquestions,

and having listeners repeat vhat you have said.

These points discussed in the text should be kep% in
mind while performing the exercise and the discussion after

the exercise.

Objectives

As noted previously, your initial meeting with your
coerpany commander is an important first step in establishing
yourself as a platoon leader. This meeting should provide
you with inforeaticn about your platoous, Your NCOs, and your
company ccumander's expectations ahout your behavioc. In
the real worid, this information would play a sajor role iu
influencing your initial behavior as a platocn leader. In
this exercise, the information you gain w«ill also be
critical to your performance in later exercises.
Furthermore, at the conclusion of the exercise, students
portraying the role of Lt. Joacs will be required to answer
questions relevant to the type of information which wvould be

important to your performance if this vere the actual

meeting betveen you and ycuc company commander. For those




students assuming the role of Capt. Wallis, the questions
will be different, but the communication skills which must
be used to obtain the relevant inforsaticn during the
exercise remain the sanme. Remember, your performance in
this exercise will not only determine your ability to answer
the gquestions following this exercise, but the information
ycu gain now will influence your performance in future

exercises.

INSTRUCTIONS 10 INSTRUCTOR

EXERCISES ' AND 2 MAY BE COMBINED IN OGNE CLASS PERIOD
OR FOR ONE DISCUSSION/LECTURE SESSION, SINCE EOTH DEAL WITH
COMHMUNICATION. THE FIRST EXERCISE CONCERNS THE INITIAL
MEETING BETWEEN THE COMPANY COXMANDER AND THE LIEUTENANT AND
THE SECOND EXERCISE INVOLVES THE INITIAL NEETING OF THE
LIEUTENANT WITH THE PLATOON SERGEANT. BOTH ARE IMPORTANT,
AND THE STUDENTS SHOULD BE EXPOSED TO BOTH.

SEVERAL OPTIONS ARE AVAILABLE FOR CONDUCTING THIS

EXERCISE. THE CLASS CAN BE DIVIDED INTO SEVERAL TWO-PERSON
GBOUPS. AFTER THE EXERCISE, THE CLASS AS A WHOLE CAN
DISCUSS THE OUTCOME OF THE EXERCISE PUCUSING UPON THE
ACTOR?®S USE OF COMMUNICATION SKILLS. A SECCND OPTION IS
THAT 3-PEBSONS (OR MORE) ARE ASSIGNED TO A GROUP, THEN TWO-
PERSONS PORTRAY THE ROLES WHILE THE OTHER STUDENTS ACT AS
OBSERVERS. THESE OBSERVERS CAN THEN PROVIDE FEEDBACK

INFORMATION TO THE ROLE INCUMBENTS. CBSERVER RECORD FORMS
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ARE PROVIDED TO FACILITATE SYSTEHATIC OBSERVATION. A PINAL
OPTION IS TO HAVE TWO PEKSONS PORTRAY THE ROLES WHILE THE
REST OF THE CLASS CBSERVES.

STUDENTS «WHO PORTRAY THE ROLES OF LT. JONES AND CAPT.
WALLIS SHOULD BE GIVEN AT LEASY 10 MINUTES TO FAMILIARIZE
THEMNSELVES WITH THEIR ROLE INFORMATION. THEY SHOULD READ
ONLY THAT INFORMATION WHICH REFERS TO THEIR ROLE CHARACTEBRB.
THE ACTUAL ROLE PERFORMANCE SHOULD LAST ABOUT 10 MINUTES.
UPON COMPLETION OF THE ROLE PLAYING, THE STUDENTS PORTRAYING
LT. JOMNES AND CAPT. WALLIS SHOULD ANSWER THE QUESTIONS
PROVIDED FOR EACH ROLE. QUESTIONS ARE ALSC PROVIDED TO

GUIDE GENEBRAL CLASS DISCUSSION.

lnstructions to Students

This exercise requires two students to play the roles
of Lt. Jones and Cap*t. Wallis. You vill either be assigned
one of these roles or act as an observer. Ncte that these
exercises require some imagination, a villingness to get
involved in the ccnversation, and the ability te ad 1lib.
While this role-playing may seem difficult at first, your
skills will improve vith practice.

If you are to portray Lt. Joaes or Capt. WMallis, take
some time to learn your role inforsation; ycu aay have to
read it tvice. In order to perform your role, you should:

1. Think about the person vhose role you will

portray. How would he or she react in situations
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vith which you are fagiliar? How would be or she

talk?

2. What are the demands of the situation which you

are playing?

3. You have been given a brief description of a

person aud a situation, try ¢to put yourself in

that situation. Keep the role in the back of your

mind, but remeaber, the reactions, dialogue, etc,

are yours to create.
If you are acting as an observer, you should examine the
observer record fora. Pamiliarity with the iteas on this
form will enable you to function more effectively.

Upon coapletion of the role playing, the students
portraying Lt. Jones and Capt. ¥allis should ansver the
questions provided for each role. Questions are also

provided to guide the general class discussion.




Bole Information: Lieytepapt Jones

You (Lt. Jones) are 22 years old and single. You have
just arrived ia the Pt. Ord area yesterday. You attended
ROTC at Upperville Tech University vhere you majored in
civil engineering. Between your juanior aad senior years you
attended sumper casp at Pt. Bragg, N. C.. Exceptional
perforsance at suaser casp and graduation in the top 10% of
your ROTC class made you a prime candidate for a platoon
leadership position. Before coaing to Ft. ord, you
completed basic training at Ft. Benning. You vere at the
top of the class in the Infantry Officer Basic Course.

You are excited about being assigned to Ft. Ord. This
is the first big step in your Arazy career. You feel that
you are ready to lead a platoon. You feel ccntident in the
skills you learned io the Basic Course. Nevertheless, you
are nervous about smeeting the expectations of your cospany
commander, the other lieutenants, and the scldiers in your
platoon. You are hopeful that everycne vill allov you time
to adjust 0o your leadership position. You have a
philosophy of leadership wvhich wsay be described as being
somevhere in between that of Theory-X aad Theory-Y of
#cGregor®s disrinction (see sectiop on AcGreqgor ia Section
11). That is, you feel rhat the individuals in the platoon
desire to be matute, and that sost of the tisc they are

self-wotivated and can excrcise self control. Hut also, for
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certain military situations, especially extended training

and actual comzbat, these sase individuais must be motivated ;
by iacentives and closely supervised in order for thea to
accomplish a mission, You feel that, wvhen everything is
going smoothly, a Theory-Y approach is essential to keep the
platoon workiug smoothly. But when the Jjot 1is wvery
demanding, and when platcoon cperations ate falling short of
vhat is required, then a Theo:ry-X approach is needed in

order to accomplish the mission.

when first coering into town, you veut directly to the
Incoaing Personnel Qffice where you vere told to meet with
Capt. Wallis of Infantry Company XYZ. On the way to Company
XYZ, you thought aiout what to say to Capt. Wallis, what
questions Lo ask hisa, and wha* your assigoment would be }
like. You thought abour: quality of your soldiers, the

experience of your NCOs, and your wvorking relationship with

Capt. Wallis. Afrer searching, you found Capt. Wwallis busy
at his desk. You knocked on the door. ¥itacut looking nup,
Wallis said “Euter.® é

Note oun hRgle Playinj. It you iucorpcrate your own

philosophy of leadership with rhat of Lt. Jones®' jJiven

above, then the discussion shkould go smoothly. K
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Bole Information: Captain Wallis

You (Capt. wallis) are 29 years old, a West Point
graduate, and have had combat experience as a lieutenant.
fcu have firm beliefs about leadership. You baelieve that
leadership can only te lecarned by experience and that
experience means making mistakes. however, you have little
tolerance for subordinates who repeatedly sake the same
sistakes. Your subordinates bhave described you as “gung-
bo," *hard-nose," and "show me the results and doa't give me
any excuses." You are respected by your subordinites.

You command three infantry platoomns; A, B, and C. Lts.
Riss and Barker are assiqned respectively to platoons B and
C. Platoon A seeas *o have probleas, In the: past twuc
years, tvo different 2pd. lieutenants have asked for
transfers out of Platoon a. There lieutenants coaplain of
conflicts between themselves and Sqgt. Rock. it secas that
there 1s some disagreement about how jobs are sypposed to
get doane. 59, Rock feels that going by the hook is not
always the best way to accomplish a job. The lieutenants
have felt that, given a fev exceptions, the wanuals give *he
best vay to do a job. Nevertheless, ycu tcel rthat Sge.
Bock is an asset tu the company. iis expertise has saved
the coapgany froe embarcassseat on inspactions and field
exercises oa sevetral occasioas.

Yoy 4te vwvondering what this onev platoon leacdaer, Lt.




Jones, vill bLe like, and i{f he «can get Platoon A‘'s
operations runaing ssoothly. You feel that to be effective
in Platoon A, the lieutcnant must be able tc work well vith
Sgt. Rock. Specifically, you wvere vondering if this new
lieutenant:
1) Had a philosophy of leadership sisilar to your
own,
2) What type of attitude Lt. Jones will
take concerning Sqgt. Rock.
3) And if he can take full responsibility for the

platoon activities immediately.

You vere wondering about these things when Lt. Jones caae in
your office.

Note. Encourage the other perscn (Lt. Jones) to ask
questions. It gquestions are asked that you cannot answer,
respond as best as you cdan and move on. If ycu iucorpoarate
your ovn philosophy of leadership with that of Capt. wWallis
given above and keep that as a topic of speaking, then rthe

discussion should go smoothly.
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gyestions for Lt. Jopes

1. Who are the other liecutenants in Company X127

2. What is Capt. Wallis' philosophy of leadership? How

does it differ froa yours?

3. Wkat does Capt. Wallis feel is the key to your success

in leading Platoon A?

4. What type of platoon sergeant is Sqgt. Rock?
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guestiong for Capt. wallis

1. #hat is the silitary background of Lt. Jones?

2. What is Lt. jcnes' philosophy of leadership?  How does

it differ froe yours?

3. po you feel that L-. Jones has the qualificatrions %o

work with Sgt. Rock?




class Discussjon Questions

1. Did the i1ole players speak audibly, use the appropriate

vocabulary, and use a tone of voice appropriate for their

roles?

2. Did they ask questions because they wanted tc obtain
more inforsation or because they opeeded clarification of

what vas bdbeing said?

J. Did they use appropriate tody orientatica, eye contact,

head nods, and verbal reinforcements?
4. How would you characterize the co=zsunicatica process that
occurred: one-vay or two-way? If the latter, 10 which

direction wWhy?

S. How did Le. Jones and Capt, Wallis differ iu their

philosophy of leadership?
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Instructions:

OBSLERVER RECORD

observed in the actor's role.

Behavior

Paid attention to other
Gave eye contact to other
Body orientation toward other

Occasionally nodded head

. Deccasional short verbal remarks

13,

1.

12.

13,

Interrupted the other person

Put words in the other person's
mouth

Asked questions for information
Asked questious for clarification
Spoke audibly

Used appropriate vocgbulary
for role

Spoke slowly vhen tople was
couplex

Used aporupriate tone of voice

14.Asked L1f other persen understood

How would you characterice the comaunication:

it

the latrer, (s whivs diceceioal

telationahip to the above checalting?

T A TR RIS e aas = o

Role

Lt. Jonea

check the appropriate box if the behavior was

Capt. Wallis

stic-way ot two-vay!l

Bues this seer tO have aoy
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Lxercise 2
COMMUNICATION: Initial Meeting withk the Platoon Serqeant

Qbiectives

The question of hov the piaiuua Jpcistes is tynically a
sajor topic of interest in the initial seeting of the
platoon sergeant and nevly assigned platoon leader. Of{ten
questions arise as t9 vwhe should have the priesary
responsibility of leading tbhe soldiers: the platoon
serqeant or the lieuteaant? I1f a sisunderstanding develops
during tbhis initial seetiang, it wsay seriously basper the
dovelopsent of a productive wvorking relaticnship betveea
these individuals. Good coaasunication skills are isportant
ia preventiug such a sisunderstandiang.

At the end ot this exercise, you will be provided with
fecdback as to haow well you have coasunicated the
information contained iun vaur role. Your ability to ansver
a nuaber ~f questions about the othet actor will give you an
indication of the preficiency of your listering skills and
bis or her speakipg skills. Oace again, the iafarsation in
thbis exercise vwill be celevaat to later, s0se complex

exetcises.

LISTRYCTIONS T IBE L8STRUCTOR
THIS RYXERCISE 8AY DE CUNDUCTED IN THEI SARE HMANEER A3

EXERCISE 1, i? 3T 1S POSSIBLE TOW AN NCU  TC PCBTRA? 50T,
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RCCK'S BOLE FOB ONE PERFORMANCE IN FRONT OF THE CLASS AND TC
PARTICIPATE XN CLASS DISCUSSICN, THEN HIS OR HER COMMENTS

MAY PROVIDE VALUABLE INSIGHTS FOR THE STUDENTS.

Instructiops to Studeats

Another situation requiring good communication skills
encountered by a new lieutenant 1is the initial meeting with
the platoon sergeant. If you consider the soldiers, tasks,
and orgamnization surrounding you when you first come into a
platoon leadership position, it is 1likely that no one else
in the platoon will have as much experience as the platoon
sergeant. Your initial meeting with this person will
determine whether his or her experience will work for or
against you.

Several aspects of communication are especially
isportant during this initial meetinge First, developnment
of good communication will be facilitated by eye contact
vhile talkinge. Second, respect for the experience of the
sergeant is conveyed in your tone of voice. Do not rely on
a coamaand voice in this initial wmeeting; it wmight be
interpreted by the sergeaut as a lack of respect for his age
and experience. Finally, your alertness and attention will

be conveyed in your body orientation and non-verbal
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LesSponses.

This exercise requires two studeuts. Ope persen is to
portray Lt, Jones while the other will assume the character
of Sgt. Rock. These roles foliow directly fros characters
discussed ian Erercise 1. Iadeed, some of the information
that Capt. W¥allis should bhave given to Lt. Jones is
important in this exercise.

The follouwing pages contain information abo:t Lt. Joaes
and Sqgt. Rock. Read only those paqes which pertain to your
role. The information given in loth roles coacentrates
primarily upon two different philosophies <¢f running a
platoonsz by the standard operating procedures given in the
sapuals or by informal procedures learned fros experience.
While performing the exercise, onote how these tvo different
attitudes reflect underlying differences in leadership
philosophy.

Now, take some time to learnm your role information; you
way have to read it twice. Then perfora the role using the
same guidelines as presented for exercise 1. Be prepared to

question the other person.
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Role Information: Lieutepant Jones

After talking with Capt. «allis, ycu arranged to talk
with Sgt. Rock. You know that this initial meeting with the
NCO is very crucial in setting a good working relationship.
You have learned that Sgt. Rock is 39 years old and had
served tours in Vietnam where he vas decorated for bravery
under fire. Capt. Wallis described him as a *soldier's
soldier" with much technical expertise. Capt. Wallis said
that “Rock 1is so confident in his own abilities that
sometimes he resists changes, even 1if they would be
bepneficial." Capt. Wallis regards Sgt. Rock very highly,
praising hia for his "dependability."

while favorably impressed with Sgt. Rock's record, you
do not want to let Sgt. Rock infringe wupon ycur authority
over the platoon members. You are comaitted to "shaping up®
the platoons' standard operating procedures which wvere
described as "informal" by Capt. ¥®allis. You have decided
to confront Sqgt. Rock with the topic of which is the best
way to get a job done: by the book or through informal
channels. You believe that the Aray will function best if
everything is done as spelled out in the manuals. You feel
that if everyone "went by the book", then the vhole Aray
vould -un saocthly. You expect to use this technique to get
Platoon A running saoother. Indeed, as a new lieutenant in

the platoon, the only way you can objectively evaluate the

-252-




WG

platoon's operations is by cowparing the actual operations
with those specified in the standard operating procedures
published by the Army.

Note. If you incorporate your own philosophy with that of
Lt. Jones above, then the exercise will ga ssoothly.
Attempt to keep the topic on "how to best get a job done"

and the philosophy of leadership required to dc this.
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Role Information: Sergeapt fock

You have heard tha®t a nev lieutenant is arriviang soon .
and that 1t will be your jcb to orient hie to the operations
of Platoon A. You hope that this lieutenant will not be too
eager to "take charqge" and try to change the way Platoon A
functions. Rather, you wish he would listen to your
explanation of hov you direct ¢the platcon's operation.
Fifteen years in the service have taught you that the best

é, way to learn about leadership 1is to watch how experienced
| soldiers lead. You expect the nev lieutenant to sit back
and vatch you lead your soldiers. It this lieutenant is to
succeed, he "hetter well listen to vhat you bave to say."
You feel that the troops are your soldiers and that you are
their leader. You also know that the troops agree with
this. Arter all, they trust the leadership exgperience that

ou have and not that c¢f a “qreen lieutenant® just out of
Y ]

school. Afever the soldiers becose faeiliar wvith the
lieutenant, and he proves higself, then they aay become
trusting in his leadership.

After the lieutenant wvorks with you a while, he wvill
leara hov to 4get the job done in a vay which may sometimes
be differeant than that specified in technical sanuals, You
teel that probleas in the platoon come from a lieutenant who
vants everything dcne by the book. You alvays get the job

done, evan 1f ycur sethods seem “round-atout® at tirst
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glance. You realize that #“book methods® of doing a job
cannot address every different situvation and unique probleas
in accomplishing a sission. Only experience can solve such
unique probless. A lieutenant who wvants to go strictly by
the books always seems to be telling the soldiers hov to do
their job even when they already know what they are doing.
You think this is the root of the probles with the past twvo
lieutenants in Platoon A.

Note. It you incorporate your own views of wvhat a
platoon sergeant would be like and wvhat he would feel about
*hov to best accoeplish a aission™ wvith that of Sgt. Eock
above, then the exercise will go smoothly. Attempt to keep

the conversation on *how to best accoaplish a sission.
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Luestions for Lt. Jopes

1. What is sqt. Rock®’®s philosophy of leadership? Hov does

it differ fros your own?

Ze Hov can you expect the scoldiers in the platoon to react

to you?

3. Hov does Sgt. Rock expect you to assume leadership of

the platonn?

4. ¥hat are the major <confilcts that you perreive betwveen

you and Sgt. Rock?

5. Does Sqt. fock seem depwndable to you?
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Questiogs feor Sgt. Bock

1. What is Lt. Jones' philosophy of leadership? Howv does

it differ from your own?

2. What objectives does Lt. Jones expect to accoaplish as

the leader of Platoon A?

3. How does Lt. Jones expect to assume leadersaip of the

platoon?

4. What are the major conflicts that you perceive betwveen

you and Lt. Jonmnes?

5. Does Lt. Jcaes seea *0 be a dependable leader to you?
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1. Did the role players speak audibly, wuse the appropriate

vocabulary, and use a voice tone appropriate fcr their role?

2. Did they ask questions hecause they vaanted eore
information or because they needed clarificatiocn of vhat was

heing said?

3. Did they keep eye contact with each other during most of
the conversation? Did you notice if their tody positions

vere oriented towvards each other?

5. How would you characterize the comsunicaticn grocess %hat
occurred: one-way r two-way? 1f the latter, in which

direction?

6. Did Lr. Jones and Sgt. Rock come to an aqgreesent on *how
to best (et a4 job accomplished* by the book method or by
vxperience? ¥hat vere the stronq and veak goints ian each

arquaent?

7. How do you think leadecrship setyle is telated to the topic

ot *hov ro best get a job azcosplished®?

4. DBoth $gv. Rock and Lt. Joueés may be considered as leaders




in Platoon A. Given the typical backgrcund of each (froas
the exercise), what displications exist for coanflicts of

leadership styles?
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OBSERVER RECORD

Inatructions: check the appropriate box {i the behavior was

observed in the actor's role.

behavior Kole

Lt. Jones Spe. kKock

3 1. Paid ateention to other

S <. Gave eye contact to other

1. Body orientation toward other |

ko 4. Occastonally nodded head

5. Occasional shiort verbal remarks

6. luterrupted the other person

7. Put worde fu the other person’s
mouch

8. Asked questicns fur {nformation

7. Asked questions for clarification

10. Spoke audibly

1l. Used appropriate wocabulary
for role N

12. Spoke slowly when toplc was
coaplex

i3, Used appropriate tone of voice

14 Asked {f other person understeod

- ‘; Now would yvu characecrlse the communication: one-vay or tvo-way?
e ;i 1t the lateer, in vhich directton? Does this scem to have any

telationship to the above checkltst?
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Exercise J

COMAUNICATION: Three Channels

The probles solving tasks employed in this exercise

vere adopted fros tasks provided by Shaw (19¢62).

Introduction

The first twc exercises focus upon the ccmpunication
skills involved in face to face interview situvatioss. This
exercise conceatrates upon the comeunicaticn skills used
vheén the leader attempts to coordimate the work activities
of several platocn aseebers.

A platoon leader coamunicates with his troogs thcough
several ditferent types st coeaunication amedia. The gos3*
coaaon sethod of coemunication with the trocgs is face %o
tace verbal exchange. However, the lieutendnt B»ay also
dirsct the troops via radio sessages ul wiitten
cosauplcatioans. The coasemunication reguiresents for all
three of these task related interactions ditfer somewhar
from the ovne~-oti-one interview Situvalicn. Furtheraoro, each
of the thiee cossunication methods has it owp unique ser of
tequitescnts, advantages, aad disadvantages. An Lacreased
avareness of these diltetont coseunicatioa (eJuictesents
should enable the platooa leader €O use <ach Cosmsunicatioa

pedia more eflfectively.
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Objectiyves

t ; The primary goal of this exvbcise is to deadnstrate the

different advantages and problems which say deveicp in using
thiee different commupnication madia ehile atteapting o
coordinate the work activities of a group of substdiniles.
ASs noted above, tbe thres @GSt cosmon  cossunicatiorn
situations eancountered ate face to face vertal exchange,
verbal exchange vig radio or telephoae, 4ad vrivtdn
coamup ications. This exercise vill deaonstiate the use of
each of these methods of cosaunicatics in a protles seolwing
sitvation. The actars 4and ohservess should then use the
discussion questions as a guidé to discusssing the probless

and adevantagss of each sethod ot <ommunicatiodn.

ANSTRUCTIONS IO INSTRUCTGE

THIS EXEBCISE DEMONSTRATES CCANUMICATICN PRINCIPLES
NHICH ARE HELATIVELY CoMpLEL. DUE 1O THIS PRACT, THE
EXBRTCISE ITSELF IS SOMENHAT CORNPLEX AND LONGEE THAN EXERCISE
1 8 EXERCISE 2. THE CONPLETION OF THIS EXERCLISE AND CLASS
DISCOSSEIUN AAY BEQUIRE ¥ 1,2 TO 2 HOURS. THIS BEPRESENTS A
LARGE® BLOCK OF TINE WwHICH MAY NOT BE  AVALILAGLE TO SOng
18SYTBUCTORS, THEREFGURE, THIS EBAERPCISE MAY RE VIEGED AS
OPTIONAL BATHRE THAN SEQUIRRED, HOMEVER, THE BENEFPITS GHICH

STUDEETS MAY  CAIN FBOA CURPLETING THIS EBEESCISE ASE #aAMY

o
=
=
3

X

AND, IF¥ TIAE PEHRIYS, THIS EXESNCISE SHOULD MF¥ (ORPLETED.

o
!

THIS BAZBCESE SEQUIBES THAT THE STUDENTS OF ARBANGED

b
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INTO GHOUPS OF POUR PEBSONS BACH. WITHIN EACH OF THE
GROGPS, ONE YEMBEF SHOULC BE RANLOMLY SELECTED TO PORTRAY
THE ROLE OF PLATOCN LEADER (LT. JONES) AND THE CTHFR THREE
SHOULE ACT kS THE PLATOON NENRBERS (SGT. JOHNSCM, SGT. CLICK,
AND 5G8T. GBANGE).

IF CLASS SIZE 08 SPACE LINITATIONS HAKE TUIE
I8PRACTICAL, THE INSTRUCTOR CAN SELECT THREBE 4 PERSON GROUPS
TO PERPOHN THE EXERCISE IN PRONT OF THE CLASS. WHILE ONE
GROUP IS PERFOBMING, THE CTHEBR TWO G30UPS XAY ACT AS
OBSERVERS.

IN EITHER CASE, THE ROLE INFORMATION FOB EACH OF THE
THRZE PARTS OF THE EXERCISE SHOULD BE DISTRIEBUTEL ONLY TO
THE APPRUPRIATE STUDENTS AND AT THE BEGINNIMNG C¥ EACH OP THE

THREE PHASES OF THF EXERCISE.

Instructions to students

This desounstration requites fnur persor groups. Wwithin
each group, there should be a leader and thtee sutordinates.
The instructor should appoint one meaber of the group as the
leader. This individual should assuse the tole of Lt. Joaes
and receive the rtole inforewation for this persca. The othet
three wmeabess of the gqroup vill each receive tole
iatorsation for the role of Sgt. Johasxon, Sgt. Click, or
Sgt. Graadge. These toles should be maintained throughout
the thtee phases of tde eyarcise. fet <¢achk phase of the

execcise, you will geceive the appropriate rcle inforsation
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for completing the task. The nature of the task itself will

remain essentially the same for the three fphases c¢f the

exercise. #hile the subordipates will actually be the gioup

members who are to perform tine task, the Jeader must act to

coordinate the efforts of the three mesbers in crder for the

-

task to be completed. This is typically the role that a
platoon leader will fulfill, the role of a coordinator and
supervisor. The exercise will be conducted in three phases.
The general instructions for each phase are included below.
Each phase of the exercise should be coupleted in

approximately fifteen minutes.
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INSTRUCTIONS TO INSTRUCTOR

IN THIS PHASE OF THE EXERCISE, THERE ARE XNO
BESTRICTIONS ON THE COMMUNICATIONS BETWEEN GROUP MNEMBERS.
THE GROUP SHOULD BE SEATED AEQUND A TABLE OR WITH THEIR
CHAIRS IN A CIRCLE SO THAT THE MEMBERS ARE ALL ¥ACING EACH
OTHER. DISTRIBUTE THE ROULE INFORSATION TO THE APPROPRIATE
GROUP MEMBERS. TELL THE STUDENTS THEY ARE NOT TO LOOK AT
EACH OTHER'S ROLE INFORMATION. GROUP MEMEERS SHOULD *®ACT
OUT" THEIR RCLES NCT JUST READ THEIR ROLE INFCRMATION TO THE
REST OF THE GROUP. ALLOW THE GROUPS A MAXINUM CF FIFTEEN
NINUTES TO PEBFORM THE TASK. AT THE END OGF THIS TINE
PERIOD, EACH GROUP MUST GIVE YOU ITS ANSWER. TELL THE
TUDY Wilb nECEIVE BUONUD PULNTS FOR CORRECT SOLUTIONS
ARRIVED AT BEFOBRE THE FIFTEEN MINUTE TIME LINIT. BONUS
POINTS WILL EE AWARDED AS FOLLOWS:
IF CORRECT ANSWER IS GIVEN WITHIN FIVE MINUTES, THEN BONUS=
25 POINTS
IF CORRECT ANSWER IS GIVEN BETWEEN FIVE TO TEN MINUTES, THEN
BONUS = 15 POINTS
IF CORRECT ANSWER IS GIVEN BETWEEN THE TEN MINUTE MARK BUT
BEFORE YOU REQUEST ANSWER AT THE FIFTEEN MINUTE LIMIT, THEN
BONUS = S5 POINTS.

ALL CORRECT ANSWERS WILL BE AWARDED <0 POINTS 1IN

ADDITION TO ANY EONUS. NC POINTS WILL EF AWARDED FORQ
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INCORRECT ANSWERS AND GROUPS ARE ALLOWED ONLY ONE ATTEMPT AT

GIVING THE CORRECT SOLUTION. TELL THE GROUP THIS AND REMIND
THEM TO BE SURE OF THEIR ANSWER BEFORE GIVING IT TO YOU.
THE ABOVE SCORING PROCEDURE WILL REMAIN THF SAME FOR ALL
PHASES OF THE EXEHRCISE.

ALL ROLES WILL BEGIN WITH THE PROBLEM STATEMENT BELOW.
IN ADDITION, THE FOLLOWING RCLE INFORMATION WILL APPEAR FOR

EACH GROUP MEMBER.

PROBLEN STATEMENT:

YOUR PLATCOON IS WAITING TO BE AIRLIFTED FROM A JUNGLE
ISLAND WHERL YOU HAVE BEEN ENGAGED 1IN OPERATIONS WITHIN
ENEMY TERRITORY. THE . LANFE MUST GET INTU THE TEMPORARY
AIBRSTRIP AND OUT IN A VERY SHORT PERIOL OF TIME. THE PICKUP
WILL TAKE PLACE AT NIGHT AND YOU MUST LIGHT FLARES TO GUIDE
THE PLANE. HOWEVER, IF YOU LIGHT THE FLARES TOO EARLY, THE
ENEMY TROOPS WILL BE ALERTED AND THE PLANE IS LIKELY TO BE
SHOT DOWN. IF YOU WAIT TOO LONG, THE PLANE WILL DASS OVER
HEAD AND YOUR MEN WILL NOT BE PICKED UP. THEREFORE, IT IS
CRITICAL THAT YNU KNOW THE ARRIVAL TIME OF THE PLANE. YOUR
RADIO IS NOT FUNCTIONING SO THERE IS NO WAY TC RECEIVE A
MESSAGE AS TO THE ARRIVAL TIME OF THE PLANE. HOWEVER, YOU
DO KNOW THAT <THF PLANE LEFT ISLAND 1 AT 1900 HOURS. WHAT

TIME WILL THE PLANE PASS OVER YOUR ISLAND?
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INFORMATION
1. TKE PLANE STOPS AT ISLAND 2 FOR ONE HGUR.

2. THE DISTANCE FROM ISLAND 2 TO ISLAND 3 IS 200 MILES.

3. THE PLANE MUST LAND AT ISLAND 2.

4. THE PLANE MUST LAND AT ISLARD 3.

5. THE SPEED OF THE PLANE IS 100 MILES PER HCUR.

6. THE DISTANCE FROM ISLAND 1 TO ISLAND 2 IS 100 MILES.

7. THE DISTANCE FROM LS({AND 3 ¥0 YOUR ISLANC IS 100 MILES.

8. THE PLANE STOPS &T ISLAND 3 FOR THREE HOURS.

SOLUTION: PLANE WILL PASS OVER ISLAND AT 0300 HCURS.

This fizst phdase represents the least restrictive type

©

€ rAammn
e TOR2RD

ion  sitevation, The only restriction oplaced
upon your communication with other group memhers is that you
may not show other members your role informaticn or read it
to them verbatim, The groug 1interaction which occurs in
this phase is typical of the tace to face task related
exchanges which cccur between platoon leaders and their
NCOs.

Yfou have fifteen nminutes wmaximum to complete the
exercise. ¥hen you have arrived at a soluticun you believe
is correct, the individual acting as Lt. Jones should relay

the ansver to the instructor. Bonus poiats will be given

for correct answers reported before the fifteen minute tiase
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limit., Howvever, your group may submit only one solution and

po points #il) be awarded for iacorrect answers. Therefore,

be sure of your solution before notifying the instructor.
Read the rcle information given to you by the

instrector. Remember Lt. Jones is to act as coccrdinator and

Supervisor. Only Sqgts. Johason, Click and Granye have the

information needed to solve the problen.
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Your platoon is wvaiting to be airlifted cff of a jungle
island wvhere you have heen engaged in operations within
enemy territory. The plane must get into the temporary
ajirstrip and out in a very chort period of time. The pickup
vill take place at night and you zust light flares to quide
the plane. Hovwever, if you light the flares too early, the
eneny troops will be alerted and the plane is 1likely to be
shot down. If you wait tco long, the plape will pass over
head and your men will not be picked up. Therefore, 1t is
critical that you know the arrival time of the glane. Your
radio is not fuonctioning so there is ng way to receive a
message as to the arrival time of the plane. However, you
do know that the plane left island 1 at 1900 hours. what
time will the fplane pass over your islanaz

The only information you have 1is vhat the plane left
island 1 at 1900 hours. You know that your NCOs have
informaton relevant to calculating when the plane will pass
over the islaand. If your platoon is to bte rescued you must
coordinate the efforts of these NCOs and help them arrive at

an accurate estimate of when the plane will arrive.
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Your platoon is waiting to be airlifted cff of a jungle
island wvhere you have bheen engaged 1in operations within
enemy territory. The plane wust get iato the teacorary
airstrip and out in a very short period of tise. The pickup
vwill take place at night and you must light flares to guide
the plane. However, if you light the flares toc early, the
eneny troops will be alerted and the plane is likely to be
shot down. If you vait too long, the plane will pass over
head and vour omen will not be picked up. Thetefore, it is
critical that you know the arrival time of the plaane. Your
radio is not functioning so there is 0o way to receive a
message as to the arrivil time of the plane. However, vyou
do knowv that the fplane left island 1 at 1900 hours. What
time will the gplanc pacg cwer your icland?

You know that the type of plane which will rescue you
travels at 100 miles per hour. Furthermore, you knot that

the plane must stop at island 3 which is 100 riles from your

island.
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Bole Information: Sqt. Click

Your platoon is wvaiting to be airlifted cff of a jungle
island where you have been enqgaged in operatjons within
enemy territory. The plane wmust get into the teaporary
airstrip and out in a very short period ot tise. The pickup
will take place at night and you must light flares to gquide
the plane. However, 1f you light the flares tco early, the
enemy troops will be alerted and the plane is likely to be
shut down. Lf you wvait too long, the plane will pass over
head and your men will nor be picked up. Therefore, it is
critical that you know the arrival time of the plaue. Your
radio is not functioning so there is no way to receive a
pessaqe as to the arrival time of the plane. Hovwever, you
do kmow hat the glane left island 1 at 1900 hours. Vhat

time will the plane pass over your island?
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You have scenoa gap ¢
flying. fou knov that the plane will stop at island 2 and
island 3 before it reaches your island. Furthermore, Yyou
know that the distance from island 1 to island 2 1is 100
riles and that the distance froa island 2 to island 3 is 200

niles.
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Your platoon is waiting to be airlifted cff of a jungle
island wvhere you have heen engaged 1in operations within
aneay territory. The plane aust get into the temporary
airstrip and out in a very short period of time. The pickup
vill take place at night and you must light flares to guide
the plane. ftowever, if you light the flares too carly, the
enemy troops will be alerted and the plane i1s likely to be
shot down. If you wait too long, the plarne will pass over
head and your men will npot be picked up. Thetefere, L1t is
critical that vou know the arrival time of the flanc. Your
radio is not functioning so there is no vay to receive a
message as to the arrival time of +vhe plane. However, You
d0 knov that the flane left island 1 at 1900 hours. What
time vill the plane pass over your island?

fou have flown a wmission similar to that vhich your
rescue plane will be caospleting. You know that the plane
will be stopping at islaud 2 and isiand 3 befcre picking you
upe Furthecmore, you know that in ocrder to carry out the
tasks which must be accoaplished at each island, the plane
vill be at island 2 foir one hour and island 3 for three

hours.
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INSTRUCTIONS TO INSTKUCTUR

IN THIS PORTION OF THE EXERCISE THE COMMUNICATICN
RESTRICTIONS INPOSED UPON THE GROUP ARE MEANT TO SIMULATE
THOSE WHICH OCCUR WHEN CCMMUNICATING VIA RADIC OR TELEPHONE.
THE GROUP MEMBERS ABE TO PE SEATED WITH THEIR BACKS TO EACH
OTHER TO BLUCK ANY VISUAL COMMUNICATIGN.  FUSTHERMORE, TO
ADDRESS A GROUP MEMBER, HE OR SHE MUST PIRST EE CALLED UPON
BY NAME. AFTER DELIVERY OF THE MESSAGE, ONLY THE INDIVIDUAL
RECEIVING THE MESSAGE MAY RESFOND.  APTER THIS PERSON HAS
RESPONDED, ANY OTHER GBCUP MENBER MAY "CALL™ ANOTHER GROUP
MEMBER TO DELIVER ANOTHER MESSAGE.  WITHIN EACH GROUP, ONLY
ONE INDIVIDUAL NAY SPEAK AT A TINE AND, WITHIN EACH GROUP,
ONLY ONE CONVERSATION MAY BE IN PROGRESS AT ANY POINT IN
TINE. POR EXAMPLE, A TYPICAL CONVERSATION NAY EE:
(1)  LT. JONES "CALLS"™ SGT. RUCK: "SGT. BCCK, HOW MANY
SOLDIERS DO WE NEEL IN SECTOR III®
(2)  SGT. RUCK RESPONDS:  “LIEUTENANT, WE NFED AT LEAST
TWELVE MORE SOLDIERS.®
(3) SGT. CLICK Nuw ENTERS THE CCNVERSATION SINCE SGT. ROCK
HAS RESPONDED TO JOHES AKD THE ‘LINES ARE CLEAR':  “LT,
JONES, I HAVE BOUR SOLDIERS I CAN SPARE FRUM SECTOR V.%
(4) LT. JONES MIGHT THEN RESVOND . . .

THE PERSON ASSUMING THE ROLE OF LT. JONES IS TO ACT AS

THE CUORDINATOR OF THIS CONNUNICATION NETWOPRX AND MAKE SURE
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THAT THE PROBLEM 1S SOLVED. THE SAME SCORING PHOCEDUSE IS
TO BE USED IN THIS PHASE AS IN PUASE 1. YOU SHCULD NOW HAND
OUT THE ROLE INPFORMATION. THE PROBLEM STATENENT AND ROLE

INFORMATION FOR THIS PHASE ARE GIVEN BELOW,

PROBLEM STATENENT
YOU HAVE BEEN ASSIGNED TO PROVIDE PRCTECTION FOR A

SuPPLY ONIT. ONE OF YOUR CONVQYS OF TRUCKS IS PREPARED TO
LEAVE WITH AMNUNITION FOR FOUR OUTPOSTS 1IN AN AHEA WHEBRE
THERE IS A GREAT CEAL OF ENEMY GUERRILLA ACTIVITY. THERE
AJE SEVERAL ROUTES WHICH #AY BE FOLLOWED BUT TIME IS OF THE
ESSENCE AND THUS, THE SHQRTEST ROUTE WHICH CAN HBE SAFFRLY
TRAVELED MUST BE FOLLOWED, FURTHERAORE, TO CECREASE THE
CHANCBS OF THE ENEMY SETTING UP AN AMBOSH, THE DRIVERS DO
NOT WANT TO TRAVEL THE SAME FUAD TWICE. THEREFORE, THE
CONVOY SHOULD £ASS THRQUGH FEACH OF THE OUTPCS1IS ONCE AND

UNLY QNCE. WHAT IS THE SHORTEST ROUTE?

INPORBATION
Y. THE DISTANCE FROM THE RAIN BASE YO OUTPCST RED D06 IS 20
RILES (DIBECT BOUTE).
2« TEE DISTARCE FRUN THe MALN BASE TO OUPOST THUNDER IS S
HILES (DIRECY HOULTE).
3. THE DISTANCE *RON THZ MAIN BASE TC OUTPOSYT FALCON IS5 20
MILES (DIRKYCTY BOUTY).

4. THE DISTASBCE FROM CHUTPOST RED DUG TOQ OUFCSYT THUMDER IS
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15 AILES (DIRECT ROUTF).

S. THE DISTANCE FROM CQUTPOST RED DOG TO GUTPCST SKY HAWK IS
10 MILES (DIRECT ROUTE).

6. THE DISTANCE 7ROM OUTPOST THUNDER TC OUTECST FALCON IS
20 MILES (DIRECT ROUTE).

7. THE DISTANCE FKON CQUTPOST FALCON TG OQUTPCST SKY HAWK IS
5 MILES (DIRECT ROUTE}.

8. THERE IS NU DIRECT ROUTE BETWEEN THE MAIN DASE ASND
OUTPOST SKY HAWK; NOR I5 THERE A DIRECT RCUTE BETWEEN

OUTPOST RED DOG ANL OUTPOST FALCON, OB CUTPOST THURDER AND

OUTPOST SKY HAWK.

SOLUTIQN: TOTAL DISTANCE 35 MILES- VYOUR BASE TO OUTPOST

THUNDER TO OQUTPOST RED 00G TC OUTPOST SKY HAwK TO OUTPOST

FALCOR.

- i s

In this portion oef the exercise the ccssunication
restrictions imposed wupon the group atre mcant to siaulate
those which occur vhen cosaunicating via radic or telephonc.
The group meabers are to be seated with theit Lacks to each
other to block amy visual cossunication, Burthereote, to
address a grouy msesber, he or she sust first ¢ called uposn
by name. Afte:r delivery of the messaqge, only the iandavidual
teceiving the message say resgond. After this person has

responded, any othet gruup scebet say “call® avother jrowp
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sceber to deliver another sessage. Within each qroup, only
oune individual smay speak at a tise, and vithin each qroup
only eae coaversation may be in progress at auy point ia
time, Por exasple a typical coanversation may te:

{1) Lt. Jones "“calls" Sqgt. &ock: #sgt. Rock, how gpany
soldiegcs do wve need in Sector LII%

(2) Sgt. Hock responds: “lLieutenant, we need at least
twelve pore soldiers.®

¢}y 5gt. Click nov enters the conversation since S¢t. Rock
has rvesponded to Jounes and the ‘*lipes are clear': "Lt
Jopves, I have four soldiers 1 can spare from Sectof V.*

{43} Lt. Jomes might them rtespond . . .

The person assusing the role of Lt. Jones is to act as
the coordinator Sf this comsumication netvork and sake sure
that the problea iz solved. The sase scoring procedute is
to be used ia this phase 4s in Phase I,

The compunication Tequisites ie this cghase aTe
Uliteawal thzz *hase in Phase 1, Remeebet that time is of
the essence and this say requite that youtl messages *0 €ach
other be short and cencise. You will nov be given your role
inforsatioan. Study this iunforsation carefully and when
teady, the group sewbeg acting as bLet. Jones sdauld begin the

task vith the fizst “radio mevsage“.
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Bole lanforearion: Lt. Jopes

You have been assigned to provide [rotection for a
supply unit. One of your convoys of trucks is prepared to
leave vith awmunition for four sutposts in an area vhere
there is a qreat deal of enemy guerrilla activity. There
are several routes which may be followed but time is of the
essence aand thus, the shortest route vhich can be safely
traveled aust be used. Purthermore, to decrease the chamnces
of the enemy setting up an ambush the drivers do not want %o
travel the sase road tvice. Therefore, the convoy should
pass through each of the outposts oance aad omly once. fou
have sent out three recounnaissance patrols tc detersine the
conditions of varicus routes. These patrols are led by Sqge.
Johason, usgt. Click, and S9t. Grange. You are now ready to
coantact these patrols by radio to find «cut what they
discovered. Fros studying your msap, you alteady kaov that
there is no direct toute between the msain hase and Outpost
S5ky Bawk. Likewise, thefte is no ditect 1oute Dbetween
Vutpost ked log and Ouwtpost PFalcon, ot Outpest Theader and
outpost Sky hHawk. Giver the tonformaticn cbrtained froa the

other group members what is *he shoites® toute?
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Role Ipformation: Sqt. Jchmson

You have been sent on a patrol to determine the
shortest route which can be traveled satfely by a truck
coavoy wvhich is about to leave from the main base. Your
patrol has discovered that the shortest gossitle route from
Outpost Red Dog to Outpost S$Sky Hawk is 10 giles aud the
shortest route from the main base to Outpost FPalcon 1is 20
ziles, Furthermore, you talked to another truck convoy
which just returned from a similar mission and they told you
that the saortast route froa oOutpost Thunder to Outpose

Falcon was 20 miles. All of taese routes are direct routes.
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Bole Informatiogn: Lt. Jones

You have been assigned to provide frotection for a
supply unit. One of your convoys of trucks is prepared to
leave with asmunition for four outposts in an area vhere
there is a qreat deal of eneay gquerrilla activity. There
are several routes vhich may be folloved but time is of the
essence and thus, the shortest route vhich can be safely
traveled must be used. Purthermore, to decrease the chances
of the eneay setting up an ambush the drivers do not vant to
travel the same road twice. Therefore, the convoy should
pass through each of the outposts once aand oply oice. ioy
have sent ocut three recoanaissance patrcls tc deteraine the
conditions of various routes. These patrois are led by S7-:.
Johason, 59t. Click, and Sgqt. Grange. fou are nov resdy to
contact these patrols by radio to find (ut what they
discovered. Fror studying vour sap, yon already knov that
there is no direct route betwveen the sain base and Outpost
Sky Hawk. Likevise, thete is no direct route Dbetwvesen
Outpost ked log and Qutpost Falcon, or Cutgcst Thunder and
Outpost Sky Hawk. Given the inforeation cbtained froms the

othetr group sembers wvhat is *he shortes® couee?
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Bole informatign: Sqt. Click

You have been sent on a patrol to determine the
shortest route which can be traveled safely by a <truck
convoy which is atout to leave the main base. Your patrol
has discovered that the shortest possible direct route from
Outpost Red Dog to Outpost Thuander is 19 giles and the
shortest direct route from the main base to Cutpost Red Dog

is 20 ailes.
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Role Lnfogrmation: 5Sqt. Grange

You have been sent on a patrol to determine the
shortest route which can be traveled safely by a truck
convoy which is about to leave the main base. Your patrol
has discovered that the shortest possible route from Qutpost
Falcon to Outpost Sky Hawk is 5 ailes. Fucthetmore, you had
spent several days last week taking supplies to Outpost
Thuader and you know the shortest direct route to that

Outpost from the main base is S miles.
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Task Phase 111

INSIRUCTIONS TU INSTRUCTGH

IN THIS FINAL PHASE P THE EXERCISE, CCHNUNICATION
WITHIN THE GROUP IS SEVERELY HESTRICTED. ORCE AGAIN, THE
GROUP MEMBERS SHOULD SIT IN A EQOSITION SO AS NCT TO FACPE ONE
ANQCTHER, FORTHERMOKE, ALL COMMUNICATIONS MUST BE WRITTEN,
THEBE IS TO BE NC SPOKEN EXCHANGE OF INFOEMATION BETWCZEN
GROUP WEMBERS. TO PARALLEL THE VERTICAL EXCHANGE OF WRITTEN
INFORMATION WHICH OCCURS 1IN THE ACTUAL ABNMY SETTING, ONLY
LT. JONES IS ALLCWED TO JENC MESSAGES TO ALL OTHER npoUP
MEMBERS. THE STUDENTS ASSUMING THE ROLES OF SGT. JOHNSON,
SGT. CLICK, ANL SGT, GHANGE AUST BELAY ALL CF YTHEIR MESSAGES
THROUGH LT. JONES. REMENMBER, WOWEVER, THE SCLUTION TO THE
PROBLEM SHOU'D CUME FROM THe THHeE SUBORDINATE GROUP NEMBERS
ANLC NOT FRUN LT. JUNES,

THE SCORING IN THIS PHASE SHOULL ®E DONE INK THE SAnt
FASHION AS PUR PHASE I AND PHASE Il.

YOU S#HOULD NON  HAND QUT THE LAST SET OF FOLE
INFORRATION. THE FROBLEN STATFMENT AND RQLE INECHNATION FUH

THIS PHASE ARE GIVEN BELOW,

TIGHT MEN (M YOUR UNIY HAVE VOLUNTEERED FCR A DARGEROUS
BONBING MESHIUN. FOUR MEN ALY KEEDED: A PILOT. A CU-PILOT,

A MAVIGATUR, ANM{ A BCADABDIER. ET 1S UNLIKELY THAT ANY OF




THE POUR MEN WHO GC ON THIS MISSION WILL RETURN. ALL OF THE
VOLUNTEERS ARE WELL QUALIFIED ANL THEWEPORE, YOU DECLDE THAT
THE CRITERION YOU WILL USEF TC SELECT THE FOURF MEN WILL BE
THE NURBER OF DEPENDENTS EACH MAN WOULD LEAVE BEHIND IF

KILLED. WHICH POUB MEN SHCULD YOU SELECT?

INFORNATION

1. WILSON IS A CO-PILUT, MARRIFC AND HAS THREF CHILDREN.
2. SHITH IS A CO-PILOT, MARRIED AND HAS ONE CHILD.

3. THOMAS IS A PILOT, MARRIED ANC HAS TWO CHILDREN.

4. MASON IS A PILOT, MARRIED ANLC HAS ONE CHILC.

S. TRIPPET IS A NAVIGATOR AND {AS NO DEPENDENTS.

6. PINNAY IS A NAVIGATOR, MAREIED, BUT HAS NC CHiLDHEN.

T. STACY IS A UOMBARDLER, MABRIED, BUT HAS NC CHILDREN,

8. COLLINS IS A RCMHBARDIGZEF ANC NAS NU DEPENDENTS.

SULUTION: SHOULD SEKD SMITH, NASUN, TRIPRET, AMC COLLINS.

inal phase of ehe exercise, coandaication
vithia the group is severely rescricted. Lnce again “he
group oeabers should 5iv 1o & posrticn =0 as ace to face one
another. Futthevsors, aji coamunjcarisg ayss be spittga.
There is to be pQ spoken eschange of iaforsation between

qroup weadbers. To patallel the vettical exchanye af wristen

inforsation whichk cceurs in the actual Aray sc®tiag, oanly

“2H2-




Y

Lr. Jones 1is alloved to send weessayes %o all other group
nembers. The students assuming the roleés of Syt. Joheson,
Sqt. Click, and S$qt. Grange must relay dall of their messages
through Lt. Jones. kemenber, nowever, the sclution to the
probles should come froa the three subordinate ¢group meuwbers
and not froa Lt. Jores.

The scoring in this phase should be dore in the same
fashion as for Phase I and Phase II.

Wwhen cach of you receives your tole information study
it carefully. Remember, those students in the roles of Sqt,
Johmson, Sgt. Click, and Sgt. Grs4nge may send sessages oanly
to Lt. Jones. Thus, the responsibility for the distribution
of information aecded to complete the task talls wupon the
studeat xn the role ot Lt. Joues., However, fcr the group to
arrive at a correct soluticn, the written messages from each
group meambel to the other must be clearly wiittemn So *hat
the readel 15 able to uaderstand exactly what he ur she aust

do.
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Rolz lnfogmation: Lt. Jones

Eight sen 1n your unit have voluanteered for a damgerous
bomabing mission. Four pen are needed for the pission: a
pilot, a cc-pilot, a navigator, aprd a becebardier. It is
unlikely that any of the tour men will return from <this
mission. All of *he volunteets are well gualified and
therofore you decide the criterios you shall use to select
the four aen will be the nusber >f dependents c¢ach nan would
leave bebind if killed. Since you have just enteved the
unit you sust obtain this iantormation from the NCOs in Yyour

v ..t
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Bgle Intormation: $gt. Jchpscn

In your unit, vou have Tippet who is a navigator with
no depeandents, You have a pilot nased Mason whe is marcried
and has ogpe child. The final vclunteer who is froa your
unit is Stacy, 4 boubardier vho bhas no children bhut is

marcied.
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Bole Informatjop: Sat. Click

In your unit, you have a co-pilot pased Ssith vho is

sarried and has one child. Thceas, a pilot, is also in your
unit. Thomas is married and has two children. The €inal
volunteer vho is from your unit is Collins, a Lombardier who

has no dependeants.
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Bole lnformation: 3Sgt. Gragge

vYoluateers from yout uni® include Wilscn aond Pinway.

Wilson is a co-pilot whc is weactried and has three <hildren.

Finwdy is a navigator whc is sarried but has nc childcean.
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Disgcyssion Questagns

1. In vhat ways vas cosaunication ea-~ier iu Phase I than in
Phase II?

2. In what ways vas cossunicatioy easi¢r in Phase 1 than ian
Phase III?

3. Was it sore difficul®t to supervise the prolblem so:ving
task in Phase II ot in Phase Il: Wwhy?

4. what chapges sust a leader make in going tium face-to-
face verbal exchange to te¢sote (radio) verbal .cnversations?
To vritten coasunication?

S. In any of the phases, was the leader of the group avare
of trying to solve the probles on his or her ouwn ¥hy?

6. Would the nature of the task which the grcug was vocking
upon make any of these three types of coresupication aore

difficult Why what could be doue to cotrect this problen?
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In addition to the Criterion of whether or not the
group vwvas able to obtain the Correct solutions to the
problen solving tasks, the Students protraying Lt. Jones may
evaluate two other aspects of their performance in the
€exercise. In the role of Lt. Jones your principal
responsibility as a coordinator was tg ottain as nuch
information as pPossible fronm each subordinate and to
distribute the information to all other subordinstes wvorking
on the task. With respect to obtaining inforvation, you
should evaluate the extent to which you used good listening
skills, particularly asking appropriate questions, Did you
stop and decide vhich information You needed and
Systematically attempt to ohtain the informaticn, or dig you
blindly ask questions?

With respect to communicating the information you

obtained, was this dcne quickly and accurately? Whenever

possible did youy address the group as a whole? Did you

speak plainly and transnit information accurately? When

your communication was restricted, did yeu limit vyour

Ressages to only the essential information ang guestions so

4s to save time? Your ability to quickly obtain ang

0

el
3 transait information accurately will be critical iq your
i
’§ role as a coordinator in combat situaticns.
'3 For students assuming the role of subordinates in this

.
sl T Tty
b i TR
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exercise, the assessmenrc of your performance should also
iaclude how vell you vere able to ccamunicate the
information you fpossessed accurately and gquickly. Ta
addition, since you had the responsibility of actually
saolving the probles, you should examine how well you were
able to integrate the information provided Lty other group
menbers in order to reach a solution. Did you attack the
probles in a systesatic fashion and identify vhat
information vas relevant to the solution? Did you traassit
your 1imnsights to c¢ther grour msembers? Did you try to
integrate the insights of other nmembers into your solution?
If you can answer each of these questiouns in an affirsative
sanner, then your performance in the exercise was probably

more than adequate.
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Many people have mixed teelings concerning the teacking
and practice of husan relations skills due ¢to the over
2ealous nature of past human relations skills advocates. We
vould like to begin this section by placing some of the
issues relevaat to huaan relations in the acener
perspective. In your position as a lieutenant and gplatuoa
leader, you are not running an encounter QGLCUF. You are
probably not trained to be a cgroup therapgy counsclor aad
even 1f you were, the wuse of group therapy wciuld not be
recoasended in your platoon. Your platoon is part o¢f &
larger orqanization and 1its primary gqoals are wmission
oriented, i.e., you are leading a group of individuals
tovacd the attainwent of specific orqauizational goals. It
is quite iaportant, hovever, that you have soae
understanding of howv your actions as a leader will affec*
the (eelings of those soldiers around you. fyrthermore, it
is isportant-that you be sunsitive to the emoticos and needs
of your subordinates, since Cfailure to le perceptive to
these factors may be detrimental to the performance of
individual platoun acabers and ultimately the pettovmance cof
the entire unit. It is unrealistic to believe that all of
your platoon gesbers vill be cospletely satistied, On rhe
other hand, Lf 4 large nusber of your [platccn members ace
continually dissatisfied, you will gost likely

have
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personnel problems which @ay seriously hamper the success of
your aissjion. The purpose of this discussion of husan
relations skills is to sensitize you to the existence and
possible causes of such probleams. Once sensitized to the
possible causes of husman relations probleas, Yyou oeay then
begin vorking upon solutions to these problems. There is no
gJuarantee that this chapter will wsake you a4 huaman relations
expert or enable you to be cospletely successful in your
interactions with all people. While you can obtain some
fundamental knowledge from this chapter, sany human
relations skills can be perfected only through experience.

The critical importance of dactually applyiaq and practiceing

g

hupan

to.
i

v2lop  huaa

=

tions  pripcipals o  fugther
b

relations ski

i3 et

.S is one reason that you should take a very
serious attitude vhen performing the exercises which
accumpany this text. Even the e¢xercises gt directly
Ce2lated to the human relations section of the text involve
human relation skills, it they include interaction with
other individual,. Furthecmore, you should he able to apply
the kaswledge you gaia in this, and other gections of the
text, in your interactious vith other beople in your every
day life. fThis ig particularly wrue for situations in whick
you tind yourseif in a leadership position. ¥e will now
tuin our at:ention to sose specrfic fundamental priuciples

relaved to effective iutergersonal interactions.
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Knowving Yourself

The first step in the development of huzan telations
skills is to understand yourself as an individual. 1f you
do not understand your owvn strengths, veaknesses, and
biases, then vyou cannot beqin to understand those of the
people around you. You have certain perscnal qualities,
vhich only you con assess, that may interfere wvith ctfective
leadership. Gne siople exercise that you might pecrfora fo
increase selt-awareness is to take a piece of paper and list
ten aspects about yourself vhich you consider ppositive dud
ten aspects which you consider negative. This list can
wnclude iteas such as honesty, greed, or behaviors such as
interrupting other people while they ate speaking. These
persopal characteristics are ones which ve wvill not address.
1t you ipcrease ycur own awateness of rtheir existence, it
may help you to understand some¢ ot the problees that you may
experience while leading other persons. This list will also
provide you with the Dbeginning for a progras of self-

ipprovenant.

Cuyltural Biases

#Having completed a persounal inveatory of wvhat you
consider to be your s*rong and veak points, the next step in
che development of the human reletions skills yeu vill need
as a4 leader is to understand your own cultural Btiases and

the biases of your subordinates. Nevly coamaissioned
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lieutenants often describe the process of transition froa
the college environment of BROTC to the assignment as a
platoon leader 4s a “cultural shock." This label probably
represents an accurate description of wvhat say be occurring
and emphasizes the iaportance of understanding the effect of
differeat cultural backgrounds. For exasple, if you case
from a middle class family and completed four years of

college, you have developed a manncr of sgeaking, *hinkiang,

and a value system vhich is quite differeut thaa that of an
individual who wvas raised im a culturally disadvantaged
tamily from the inner «city or an individual from a small
rural town. These different backgrounds lecad to the
development of different cultural biases. Cifferences in
cultural tias will occur not only betweean 4 iieutenant and
subordinates, but also betwveen subordinates. For example,
one aspect of these cultural biases is the developmseat of
stereotypes about mesbters of another race or ethnic
background. In vhe U.S5. Army, people vith many different
cultural biases live and work togethecr. The heterogeneous
Cultural composition which is likely to te found in a
platoon wmakes the leader*s undetstaoding of the apecific
stereotypes iaportant tor hatsonious huasaa relations ian the
platoon., The feasca tor this is that, wvhen interacting with
uofamiliar individuals from ancther subcultute, jeople tend
to be soscwhat cautious in theitr descanot. The stervotypes

vinich we have developed about other ethic or racial groups
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gay lcad us to expect certain bebaviors fros iodiviCuals who
are meabers of these groups., This will be particularly tiue
if vwe are not personally familiar with the other individual.
Often these expecrtations are for undesitable, or pecthaps
threateaingy, behavior frow the other individual. These
expectations vwill sensitize us to any behavior fitting that
stereotype. This may lead te a distortion in the perception
of behavior, thus, making it consistent with tphe stercotype.
Language differences are likely to exist betveen mesbers of
yout platoon who are trom different subcultures.,
Consideriung all ot *hese factors, 1% is easy to see vhy
someone may aisinterpret an action or cosment as threataning
ot degrading.

For example, suppose that you have a Ltlack platoon
sesber from a lagge urban are¢a vho calls ago*tlzr man in your
platoon a "really bad eother___ _er.® 1If the cther plateon
meaber is also a black from ap urban area, then he pay
interpret this as a coepliment because he feels vhas it
gepresents an acknowledgement ctf his shrevduness and abilaity
to accoaglish sope task. 0n the crher hand, the sase
cosment made to a white from the rural scuth may lead to a
fight. The differeace in the rwo reactions tc the comeent
is a function of tvo asgects cf culrugal kias. Ficse, the

black and vhite platoon mesbets pay possibly have 3 lanquage

barrjer ia that “bad" pmay carry gpegative cgnpotations 2o
that particular whits bul positive copnotatigns Lo that
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particylar black. The use of the teres “mcther____er™ ip
this particylag coptext may be fairly neutral in conunotation
for that black platoon mepber but highly escticnally charged
for that white platoon member. The white platoon mesber may
have a stegeotype of blacks vbich sugqgests that the use of
profanity by such an individual is a sign of aggression.
Thus, the statement may be perceived as threatenisg aund
result in a “fight or £fliqght" rceaction frca that white
platoon ameamber. Either reaction may zgeinforce the
stereotype wvhich black platoon mepber has ot shites. If the
vhite platoon member becomes abusive or violeat, this will
reinforce the black platoon seaber's stergotype of whites as
being discrisinatory and threatening. If thc white platoon
aesber turns and leaves, the tltlack platocn sester pmay
interpret this as further evidence of the white platoosn
meaber's uvawvwilliogness to accegt blacks as equals.

This example degonstrates how stereotyi€s cause huasan
telations probless. The particular stereotyges used ian the
¢xample represent those comsonly believed to bhe hell by
black aad vhite sesbers cf our socicty. It 1s e¢ssential *o
rote that all vhites and blacks do ngt hold ;gg§g
srereotypes. To  accept such a geuneralization only
represents further stereotyging and reinfotce cultural
biases wvhich may cause husan relations probless.

These cross-cultural confgontations can easily create

tension i1n the glatoos and serdously hinder the ctfecrive
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perforaance of the unit. The platoon leadet sust take some
action to avoid these conflicts, if possible, and alleviate
the tension if such confromtations do occur. In settling
problems which arise trom a cultural confrontation, both (ot
all) individuals involved in the dispute shculd be brought
together for a counselinqg session. Ask each iadividual to
present his or her side c¢f the problea and then explain the
sapner in which cultural biases o1 stereotypes may be
distorting their perceptions of what has actually happened.
The primary yoal ot the <counseling session should be to
increase each individual's avareness of the rcle played by
his or bher tiases and stereorypes in interacting with
mesbers of a different cultura)l backgrouand. The session
should pot concentrate on establishing which individual or
group is at fault or should be "blamed™ for the conflict.
To concentrate on which individual or group is at fault will
probably lead to nore defensive behkavior, greater
eaotionality, and teasion. This type of counseling should
not be atteapted unlesds you clearly uaderstand tha cul®ural
biases which exist wvithia your platocna. 1f ycu do uor feel
that you are capatle of hardling the probles, then refer
the subordiudres to an appropriate soutce, suCh a3 rhe
Chaplain or the oafficer in your coapavy who i5 raspoasible
for race-relations trajiaing.

Understandiay these cultutal biases is onrly a figse

step io dealing with huean telations probless. The tols of
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a platoon leader wvwill require other kinds of bdehavior and
human relations skills besides that ct tefereeing

intercultural sisunderstaandings.

Perfogpance Counseling apnd Giving feedback

As the leader of an organizational unit which bas
certain goals to meet and tasks to accosplish, you will have
to evaluate and fgrovide feedback and criticiss to your
sybordiaates, If this situation is handled imgroperly, you
may be a sajor source of aany husan relations probleas which
exist in the uunit, While it 1is iapossible to give you a
specific step-by-step set of rules for giving construyctive
feedback aad criticiss to subordinates, sose [possible
guidelines are available. In the Army, this type of
feedback session can be rather foresal and, defending oa the
severity or (frequency of the performance protles, writtsn
records msay be required.

The quidelines which will be discussed in tais section
refer to the vertal interaction Letveen the leader and
subordivates.  Firse, it is important 2o give both positive
and pegative feedback to subordinates. It subordinates
perfors exzceptionally well, it is beneficial to tecll then
tbat they have done well. Such an action wiil iacrease
sorale and also provide an incentive for subsequeat work
pettormance. The use of both positive and negative feedback

gecreases the chances that sutordinates will fecl that you
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ate “singling them out® or harassing thes wvheo you do have
to give thes negative feedback or criticisa.

Negative feedback should be given as scgp as a pgoblea
in work performipce has occurrgd. By providing feedback at
that poiant ian tiee, the subordirate will be able to
associate the criticiss with the incotrect tehavior, In
additicn, the criticisa should be directed at the behavior
and its undesirable consequences, rather than toward the
subordinate as an individual. By adopting this stance, the
leader will avoid the subordisate feeling that the leader is
trying to degrade or belittle hia or her. Fusthermore,
prospt feedback also increases the chances that tche
subordinate wiil te able to avoid saking the same sistake
again. It will also be advantageous to g@ive the sase
subcrdinate prarse as soou as the subtordinate has perforaed
veil.

when inforsiag sutordirates that they bhave eade a
eistake, 3 leader should also tell thea what they could have
doae to cottect or avaeid tkoe probles. That 13, when tryiny
to improve a soldier*s goor perforsance, some possible
alternate action shbould be Offered so that the seldier will
be able to imptove in the future.

It atv all poszible, ggitidcisg of @& soldasr ip fione of
the gess 9f the (glataonm shopld Bde aveided. such publie
ceprimands aay thotoughly esbatfass the iodividual. This

embargasseent would tead to cCreate resentgent and il
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feelings that ave guite difficult to resolve. Purthecmore,
such acrions may create teasion in the rest of the platoon
because they do not coasider it fair to peblicly belittle an

individual for making a4 asistake. This resentment among

. other sesbers of the unit wmay decrease the effectiveness of

your eatire platocn.

After a soldier has bheen reprimanded, the wmatter is
best dropped aad not brought up in future unrelated
counseling sessions. Coptigual reference o past aistakes
can oply serve to produce b3d feelings apd give the
ispressjon that redepptjon is jpposgible. The oonly
exception to this gquideline occurs wvben the <ccatinual poor
performance of an individual wartants taking severe actions
such as the initiatica of proceedings for discbarge froa the
Aray. brior to taking such actioans, hovevel, the
subofdinate should be coufronted vith the wcrk pertformance
evidence and it gshould be aade absolutely cleai thas
disciplinggy action will pe taken if the jgerxfogmange doe

ROt imprave. [t, atter these steps, perforsauce 4223 pot

(1]

iaprove, then the leader should take the necessaty
corrective action.

A final point to tcmeémder A4S that you aAge gomsgantly
getting an exapple for youy soldiers. I€ you do not accept
the blase £of your Oovwn sistalkes and attespt tc correct thews,
then you can not ¢xpect youtr subordiocates o coirect theil

fajiutes. $bile smany individuals fiod criticise fros theit
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superiors difticelt to accept, such criticiss may be
particularly difficult to accept if it ccees from the
' platoon serqgeaant, vho is officially your subordinate.
Repeabet that it is only by receiving feedtack and then
correcting your mistakes, that you will learn to become aa
effective leader, If your cospanding officer criticizes you
in fromt of your troops for a weistake that you have
obviously made, tais say be very painfu)l and esbarrassing.
Hovever, you should @maintaia your self conrtrol and do not
vent your frustrations onr your subordinates. These
individuals know why you are angry and ¢ill have aore
respect for your leadership ability if you are 2bie to

absorb such treatment.

zgrsonal Coynseling

As a platoon leader, you will also te cxpected to
perfors personal counseling with your soldiers and NCOs.
Althovgh your platoon sergeant will often handle mauy of
these problems, sutotdisntes pretet to discuss scmwe probless
vith the lieuyteunant. A likely case when this will oecot
vill be whea the probles crperieaced by the scldier involves
the platoon setgean®. notaoves, 1t 13 poasitle that vour
platoon Setycaner edy have 3 persopal  prctiem aal  may
approach you far heljp.

tThe figse  step Ah personal couaseling  ix -1

tdentitication of those subutditates who say bhave pefsosal
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probless. Often a soldier vill approach and ask to speak
vith you. liowever, it is mote of*cn the case that soldiers
will be reluctant to discuss their perscnal frobleas with
another person. This reluctaoce to discuss persopal
probleas voluatarily wmay cause personal probleas to resain
hidden until you heain perforsance counseling with a soldier
due to poor work pertormance. You may then tind that the
poor vork performance was caused ty a personal grobles. It
may be time to either begin personal counseling with the
icdividual or refer thes to one of the professional
couaselors availatle. This decision 1ivselr is very
isportant and wviil be discussed later ia this chapter. in
addition to poor work performance, personal probless may be
iadicated by continued disciplioary pcobless with an
iadividual or his ot her gemeral inability to get aloag with
the rest of the platoon. If a soldier alvays sceas

constantly withdrava tfica the rest of rhe fplartoon, this

3
-y
9
3

should serve as a warning ot [possible jersceal probleas.
The soldiers' cteluctance to discuss perscaal jtoblees will
als30 sean that sisply asking subotdicates to cose intd your
cffice aond twell you about biz or her protleas will act
tesult in an effcctive courseling sessiou. wWhile such
acrion cettaiunly will indicate that you are conceraned, a
cuaber of counseling skills would be useful io escouragiayg
the individual to diseuss his ov bher jrobleas.

tiovever, betore Dbeyinning a discussion of specific

~302-
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counseling skills, cne important point should be noted. You
should know your soldiers as individuals before you attesmpt
ta counsel then. This means that you should have some idea
about their personal history; i.e., where they came froa,
where they live and their family. Much of this information
can be obtained frcm platocn records, discussions with your
platoon sergeant, and informal discussicns with each
soldier. A newvwly conmissiond lieutenant once reported {hat
he found it beneficial to write this infcormation on a small
memo pad. Until he became fasilar with all of his soldiers,
it was quite useful to refer to these notes before
discussing a soldier's personal situation. Thus, knowing at
least a minimum amount of personal information about each of
your soldiers is an important first step. It will give you
some possible starting point for conversation and help set
subordinates at ease before discussing their probleas.
Remeubering this peint, it is time to beqgin a discussion of
sone fundamental counseling skills.

In counseling the subordinate, you sheculd appear at
ease, £Explain to the subordinate that you want to talk with
him or her amd offer any assistance that you can with
problems which he or she nray be experiencing. Infora thenm
that you are concerned about their performance and would
like to help them in any way possible. Emphasize that what
they say to you will be kept confidential and maintain this

contidentiality if at all possible. Probably the only
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justification for not maintaiuning confidentiality would be
in cases vhere to do %0 would possibly lead to injury to the
soldier or other persons. This will be discussed in greater
detail later. If the soldier is unwilling to talk, then
vait a few days and try again. Remember, personal
counseling is not a police interrogation. The soldier must
be willing to talk and want your help. Othervise, you will
be wasting both your and the subordinate's tise.

Once a soldier does begin to talk, wuse all of the
listening skills which you possess., It is very critical in
counseling that the soldier feel that you are listening and
interested in helping him or her, As you listen to the
soldier, ask questions to clarify points you do oot
understand. Furthermore, do not ask the perssn to justify
why he or she @way have dcne somethiny until after the
soldier has had an opportunity to finish explaining the
entire problen.

Another important reminder 1is to never take the
problems of your subordinates lightly. While the problem
may seem fasy or trivial to you, telling the soldier this
may result in the soldier’s feelinqg eambarrassed or resentful
and vithdrawing trom counseling. Rewmember, if the problea
did not seem very serious and stressful for that individual,
they would have been able to deal with the situation without
your help.

Orce the personal problerm has surfaced, then what
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should you do? There is no general ansver to this gquestion.
In the case of performance counseling you should be able to
be quite directive and clarify exactly what npeeds to te
done. This is not the case for personal counseling. The
problem resides within the soldier, and only he or she can
solve it. Ideally, you should be able to suggest possible
courses of action which he or she wight pursue, Try to
point out very clearly tke possible ccensequences, both short
and long range, for each alternate action available to the
soldier. After this, the course of action is decided by the
soldier. Once the soldier makes this decision you should
try to be as supportive as possible in helping the soldier

carry out the action. However, it
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Lesponsibility to make a persomal decision f I the soldie
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and you should ngt try tc impose your own solution upon the

soldier.

Beferring a Subordinate for Further Treatment

At times a soldier =nay present some very complex or
severe problems to you. If you begin to suspect that the
soldier has very severe personality problems or represents a
threat to himself or others, then it is time to fealize the
limits of your capabilities as a counselor. That is, it is
as important t*o know when to stop and refer a soldier to
nore professional help, as it is to knov when to begin

personal counseling. The Chaplain of your company or
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battalion can provide you with a 1list of the specific
professional counseliag services available on post.

It is very important that this referral action be taken
in a vell planned ranner, othervise, you vill destroy any
trust you may have gained from the soldier. Explain that
your skills as a counselor are 1limited and that you are
afraid that you may not te able to give him or her the
quality of help that the soldier needs and deserves. Tell
the soldier that you think he or she should consider seeing
the Chaplain (or other counselor to vhom the soldier is
being referred) because this person has received extensive
training in helping others and would be of greater benefit
in helping the soldier in this situatioa. Explain that this
decision is wup to him or her, and that you would aid by
calling to wmake an appointment. If the soldier does aot
take this advice, then you wmay simply have to stop
counseling the soldier. There are limics tc the amount of
time you can devote to a single soldier-- you will probably
have 39 other meabers in your platoon who also need soae
attention. If you are forced ¢o stop counseling a soldier
under these circumstances, care pust be taken to avoid
totally alienating the individual. Let the soldier kaow
that you are concerned, but that you simply dc¢ not have the
ability to further aid hia or her in their current
situation. Besides a lack of time or ability to counsel a

soldier, there are other reasons for waking a referral
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rather than continuing to counsel a soldier. For example,
if you find yourself becoming emotionally involved in the
soldier's problems, then ycu will lose the objective
vievpoint needed to be an effective counselor. This is also
a signal that it is time ta refer the soldier to a
professional counselor.

If you sincerely believe that the soldier represents a
threat to himself or others, then it is your responsibility
to that soldier toc notify a professional counselor of this
potential problem. For ezxaaple, if the soldier has
threatened to kill himself or his fasily, and he tells you
that he has purchased a qun so that he can carry out this
threat, then it is time to obtain help frow a professional
counselor. This is a very serious action and represents a
breach of confidence, however, it wmay be necessary if the
soldier refuses to see the counsclor voluntarily. It is
advisable that you consult your company commander or the
Chaplain, and 1in the strictest confidence discuss the
problem before making a referral to any outside agency or
counselor. When zaiantaining confideatiality could possibly
result in injury or death to auny person, then you are
obligated to take action and discuss the situation with your

coaranding officer or the Chaplain.

Migsion and Hep: Human Relations ip Perspective

There are many other suggestions that are importanmt for
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the developaent of human relations skills. Pecrhaps the
“hottoa line" to successful huoan relations in the platoon
is best summarized in a statement wmide by an NCO with about
25 years experience in the Arsy. To be an effective leader,
this NCO felt that the lieutenant waust keep in wmind that in
the Aray the "mission" is alvays stressed but, in actuality,
the correct attitude is that of * wmission first and aen
always", At the very heart of this concept of "men always"
is the realization that each individual is a huzan being and
by virtue of that fact alone, he or she coamands a certain
asount of respect. You may believe that your soldiers' jobs
are simple or do not demand any great skill or knowvledge.
Hovever, reamember that they have a different background than
you and, if they do their jokt well, they deserve *he sase
amount of respect that you descrve when you perform your job
vell, Repeatedly during intervievs with NCOs and soldiers,
one hears “if the lieutenant wvants wy respect for him as a
leader, he must first respect me as a soldier and as a husan
being®. If you reseaber this quote aand act accordingly, yeou
vill be wvell on your way to avoiding human relations
problees which could dasage the effectiveness of your

platoon.

Lieutepapt-Platoon Sergeapnt Interactions
One iamportant human relations situaticu encountered by

the onevly commissioned 1lieutenant is that of interacting
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effectively withk his or her platoon sergeant. Huaan
relations skills are particularly important when ynu first
meet this NCO and when you need to discipline him orv her.
These types of interactions are probably the most stresstul
and frequently mishaudled problems which are encountered by
the newly commpissioned lieutenant. The siress arises froms
three basic differences between the lieutenant and NCO:
differences 1in age, real and perceived differences 1in
organizational maturity, and differences 1in the bases of
pover and influence of each of these individuals.

First meeting with the platoon sergeant. The nevly
comaissioned lieutenant wmust bear in mind that the first
seeting with the platoon serqgeant will be critical in
determining the nature of future interactions. Therefore, a
lieutenant should spend sufficient time preparing for tais
neeting. Preparation should include a seif-assessment of
his or ber own strengths and weaknesses. This selt-
assessaent may help reaind the lieutenant of wistakes he or
she should avoid during the seeting and help build up a
realjistic level of ccnfidence. In addition, the lieutenant
should gain as much ioformation as possible about his or her
platoor sorgeant frca soutces such as the cosgany coamander
and other lieutenants. Perhaps the sost isportant thing to
keep in mind is that a platoon sergeant should definitely be
treated with respect, but not necessarily viewed with awve.

It is possible that a platoon sergeant will perceive a
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nev lieutenant to be lowv ip organizational maturity wvhile at
the same time Tfperceiving bhis or her cwun level of
organizational maturity as being higher than it really is,
These perceptions say be responsible for comments or actions
by the platoon sergeant wbichk wmany lieutenants find
intimidating or antagonistice. However, organizational
maturity is a woultidimensional concept. shile a new
lieutenant wmay have little insight into the informal
structure of the organization and not fully wunderstand the
role which aust be assumed by a platoon leader, the
lieutenant does have certain technical knowledye that the
platoon serqeant does not possess. It is natural that the
nev lieutenant will feel that the NCO deserves a certain
anount of respect due to his age. The platcoon sergeant say,
in fact, desire a certain ascunt of respect. Given these
twa points, it is important that you first appreoach yout
platoon sergeant in a s#anner which coamunicates a certain
amount of respect. For exaapie, sake it clear from the
onset that you redlize tha® he or she has wmcre experience
than you and that you would 1like tc rely upon this
exparience to aid you in your decision-making.

Hovever, tepember also that platgon sergeants are
human. They can and do make amistakes. DL not wmake the
mistake of alloving the platoon sergeant to place you on the
defensive. If you bejin your relationship with the platoon

sergeart with a detensive attitude, it wmay ionbibit the
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development of the good working relationship you need to
develop vith this individual. Most qood platcon sergeants
vill ngot try to take advantage of the lieutepant's
relatively lov level of orgyanizational eaturity, however,
some amay. How does one show respect but not segs completely
helpless or put into a defensive position? There are two
points which a nev lieutenant should regeaber. Firsyv, vyou
do have formal authority over the platoon sergeant. This
power should never be abused and, 1if possible, one should
avolid trying to "pull rank" on the sergeant, but the
authority does exist as a last resort, The second point is
that you do have certain strengths as a leader; i.€., good
comaunication skills and Kknowledge of the most recent
techoical advances. Try to maintain your self-confideonce
vithout becoming too oversure ot yourself. 1f you approach
your platcon sergeant in a self-confident wvay wjthout the
attitude that you "kanow-it-all" or that your are going to
iamediately take control of <the platoon away from the
platcon sergeant, then the *“interpersonal problea®™ of

interacting with your NCO will not develop.
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biscipliniag Ycoyr Platoop Sexgeant

if you find it necessaty to «criticize your platoon
sergeant's performance or teprimaosd him or her for a
aistake, it is absoluteiy essential that you refrain fros
reprimanding hin or her ip front of other mesbers of the
platoon, To do this 1is embarrassing and vculd probabdbly
undermine the NCO's authority in the platoon. It is likely
that the platoon sergeant would never forgive you for such
action, and vould probably find sosme wvay to tepay the favor
by eabarrassing you in front of your troops ¢t your cospany
coamander. If you alienate the platoon sergeant, this may
prevent you froa completing tdsks assigred to yocur platoon.

Often tlie platool.. sergyeant knovs vhea bz or she has
vade a wmistake. Thus, the major part of a perforsance
counseling session wvwith your platoon sergeant should aot
dvell wupon regprimanding the NCO ftor the @sistake. The
primary focus of the counseling should be a autual exchange
of information leading to an unierstanding of why a mistake
occurcred and how t¢ avoid the problee ip the future. If the
mistake is of a techanical nature, be sure tCe prepare
yourself before begiunning the conversation. 8y saking this
preparation in advance, you vill be ready if the platoon
sectgeant becomes deteusive and accuses you of beinyg wrong.
1f you doubt yourself, it is very easy to “lcoSe your cool“
and behave defensively. Do not allow this to hagpen because

it will do sote dasaqe than qgood if the sessica turns iato a
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heated shouting match.

If the prtoblee centers arcund a question ¢f judqaent or
policy, discuss different alternatives and conseqguences vith
the platoon sergeant. It will be sore constructive 1f vou
can avoid saying to the platoon Sergeant “you wvere wToagW,.
Rather, you should atteap® to discuss the strengths and
veaknesses of the sergeant®s action and the actions you wish
his or her to take. You may be suprised to find that such a
tactic will lead to lass resistance aad you Loth may learn
sopething in the grocess of yout interaction. This teas
approach to solving problems will resuit in qreater
coamitzent on the part of the NCC apd less resistance to
tuture suggestions or changes that you eay vish to
ieplement. It the NCO retuses ta cooperate in such a4 tean
eftort, then you may have no <cholce but to sigply say “you
are wrong and this is the way this pateer will be handled fa
this platooa®. MHowever, cousider *this only after all othet

cooperative strateqgies bave faliled.

1]

Husan Belations Skills Questions

The folloving questions eay be used as a4 checklist <o
a85€8s  youl husan relations skille afrter entegiag yout
platoon:

1. Do you listen atrtentatively to coaplaints aud not

intintdate the soldiezs making the cosplaints?

2. Do you feprieand in private, tarther than ia public?
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3.

4.

5.

8.

10.

Do you knov each of your soldiers as aa individual?
When criticizing your soldiers do you cffer thea
suggestions on hov to avoid saking the sase mistake
ia the future?

Do you kaov how to put a soldier at ease in a
counsel ing session?

Do you believe that a soldier who does not get
prosoted should be given an explanation why

he or she was not proasoted?

Do you give praise to a soldier wvho does a good
Job?

Do you beilieve in letting people know howv they
stand vith respec’ to their perforaance?

Do you adsit your uva mistakes?

Do you understand your own cyltural tiases and

those of your soldiers?
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Exgrgise 4

HUMAN BELATIONS: Counseliny -- Performance versus Personal

introductjion

Human Relatiouns counseling say be a full time job for a
lieutenant. The skills itequired for successful counseling
ianciude compunication skills such as those practiced in
exercises 1 and 2, as wvell as cospetence in the atreas
discussed in this chapter. You should reviev the sectionms

in the chapter om performance counseling and personal

nisnaal o
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e attsaptiiay tnis esercise. The exercise
focuses oa settling a dispute between an E-S, S¢gt. Spooa,
and one of his meun, Pvt. Kahn. 3gt. Fock settled the
initial dispute which was close to an all out fight. Sqe.
Rock fele that pve, Kahn was at fault and sent hie to Lt.

Jones to see what «could bhe done. This type of husan

telations probles is quite common in any large otganizatioa.

includting the Aray. It you cau uot settle these types of
ptoblems ir your placoon, its performance is likely to
suffer.

Qhiective

- ‘6
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The abjectives for the twe actors in this erercise ate
sosevhar differear. Fot cthe siudeant assusing the rtole of
L. Jones, *he exercise vill provide an cpportunity for you

to demoszstrate yeur ability o obeein iatersation of a
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personal nature from a subordinate, understand the
subordinate's probless, and provide a reasonatle solution to
the conflict in *he hypothetical platoon. Ycu will receive
feedback froam the other actor ia the sxercise as to how
successful you vere io makiojy hie or her teel at ease and
talk vith you. The adequacy of your solution tc *the protlen
vill be presented to and discussed by the entire class.

For the student taking the role of Pve, «ahan, tais
exercise will provide you with the opportunity o gain sose
insight into hov 1 soldier cosing to you for courseling may
teel. Pay particular attention tc how the hehavior of the
student portraying Lt. Jcepes makes you feegl. tou eay
provide this student with valuable feedback, wvhile at the
saee tise gaining insight into problems you @pay encounter

vhen you beqiu counseling suaberdinztes in ycur cwn platooan.

SEVERAL OPTICNS AKE AVAILABLE FOR CONGECTING  THIS
EXERCISE. THE CLASS CAN BE LIVIDED 18T0 SEVEEAL TWO-PERSCH
caoues, AFTEs THE ELXERCISE, <THE CLASS A3 A WHOLE Cay
FIKESE THE OUTCORE OF THE BXPRCISE FOCUSING UPCHN THE ACTOLS
88 OF KURAN GELATIONS SKILLS. A SECGBU CFIIOE IS5 THaAT
} -PERSOES (08 nusk) ASE ASSIGNED YO & GPOUP, THEN THO-
PEESORS DPORTHAY TEY KOLES VHILE SHE CQTHER STUDENYS alY LS
OQUSERVERL. THESE CRSEUVEERS CAN PROVIDE FEEQDACK INPORNATION

TO THE BOLE laCuabiNrs, UBSERVER BECORD FOBAS ARE PROVIDED
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TO FACILITATE SYSTEMATIC OBSERVATION. A FINAL OPTION 15 TO
HAVE TWO PERSONS PORTRAY THEF KOLES WHILE THE REST OF THE
CLASS OBSERVES.

PERSONS YHO PORTRAY THE BOLES OF LT. JONES AND PVT.
KAHN SHOULD BE GIVEN AY LEAST 10 MINUTES TC FAMILIARIZE
THEMSELVES WITH THEIR RCLE INFORMATION. THEY SHOULD READ
ONLY THAT INFOBMATION WHICH REFERS TO THEIR ROLE CHARACTER.
THE ACTUAL ROLE PERFORMANCE SHOULD LAST ABOUT 10 MINUTES.
UPON COMPLETION OF THE ROLE PLAYING, THE STUDENTS PORTRAYING
LT. JONES AND PVT. KAHN SHOULD ANSWER THE QUESTICNS PROVIDED
FOR EACH ROLE. QUESTIONS ARE ALSO PROVIDED TQ GUIDE GENERAL

CLASS DISCUSS1ON.

Instructions to Students

This demonstration requires two students. One person
is to portray Lt. Jones, the other person is to assume the
role of pvt. Kahn. The irnstructor will provide you with the
appropriate role information. Do not read the role
information given to the other student. Study your role
information carefully. Then enqage ip an interaction for
about 10 wminutes with your vpartner in a manner consistent
with your role. when fiuished, answer the questions at the

end of the exercise.
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Role Ipformatjon: Lieutepant Jones

Sgt. Rock has brought to your attentiocr an incident
vhich represents cnly one of a series of conflicts between
Sgt. Spoon and Pvt. Kahn. It seems that Kabn is not
follcwing job instructions from Spoon. On Monday, Kahn came
in a hour late. Sqgt. Spoon was obviously utset and began
reprimanding Kahn in front of the other soldiers. Kahn was
visably shaken and started shouting obscenities at Spoon and
then left without returning for the rest of the day. Sgt.
Spoon reported the 1incident to Sgt. Rock vho senv Kahno to
you the next morning. You have a note frce Sgt. Spoon

regarding the incident:

Lt. Jones,

Monday morning at 0800 hours my squad tegan a
rifle repair training session. Pvt. Kahn was
absent. In the middle of the session, Pvt. Kahn
came to the session. Hhen asked why he was late,
he replied *hat it was none of my business. When
asked vhy he didn't bring his rifle {the soldiers
vere notified of this training tvo days before),
Pvt. Kahn said that he didn't need aay . o .
training. The rest of the soldiers becaze
restless and began laughing. In crder to keep

control, I told Kahn that he better shape up or
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else 1 would recommend disciplinary acticn., After
shouting obscencities at me, Kahn just walked out,
vwithout returning for the rest of the day. This
is not the first time that Kahn has been
insubordinate. However, this particular incident
has affected the @wmorale of the other soldiers.
They were restless for the rest of the day. It
seems that Kabn is an informal leader in oy squad
and some of the other soldiers model his tehavior.

7 e
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These incidents must stog.

in addition, Sqgt. Rock told you that Pvt. Kahn is
scheduled for a promotion to E-4, with a correstonding raise
in pay next month. Rock said "this hoy (Kahun) needs that
promotion bad; I*‘ve seen him working at a gas station late
at night. He is a good scldier, but his attitude is ruining
his chances for a promotion."

In your performance records, the file fcr Pvt. Kahn
showed that he had come from a rural town in the southeast,
graduated frow high school, and enlisted into the Army about
tvo years ago. Kahn had been in this platcon for these two
years. The first record of disciplinary proilems vas dated
onée Yyear after Kaun had enlisted. This gproblem was a
fighting incident with a fellow soldier, Sgoon, vho has

sioce heen promoted to a squad leader. Tvo cther iancidents
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have occurred since then, both between Kahn and sgt. Spoon.
One concerned a reprimand by Spoon for a piece of equipment
damaged by Xahn. Kahn felt the reprimand, a fine, wvas
excessive. The cther incident was a sieilar repriwmand
problen. The previous lieutenant from Platoon A had put a
note in Kahn's folder saying he thought Kahn should be put
in another squad, but that Sgt. Rock did not want this to
happen because "Kahn keeps Sgt. Spoon on his toces™.

You had just finished reading Spoon's ncte when Pvt.

Kahn appeared at your door.
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Role mation: Private Kahn

You khave nut been able to make ends meet these past few
months., With a 2 month old infant, your wife cannot work to
help with the income. In addition, more and more bills have
accunulated. Sure, the Army provides many services, and you
take advantage of all that you can, yet, the pcney runs out
befure payday. Your wife threatened to take your child and
go to her mother's because “our day to day existence is no
vay to raise a chiid.® To avoid this, you took a job at a
gas station during the pight hours. Thus, your work load is
heavy and you get very little sleep. Hence, you do not have
the energy to put extra effort into the training that the
Army provides. With this training, you could 4qget a
promotion to E-4 with a raise in pay. However, you feel
that Sqt. Spoon does not want you to be promoted. You feel

that you are better qualified than Spoou, and hence, Spoou

e g e

is afraid that you will get his job.

On Sunday night, you had a big argument with your vife.
Yoy stayed wup all night worrying about what 1is going to
happen to your marriage. After a couple of drinks, you vent
to sleep on the couch. You overslept (your wife did not
vake you up as usual). As you rushed to vork you wondered
if Sqt. Spoon would again embarrass you in front of your
fellov soldiers. vheu you found your squad, you realized

that you had forgotten your ritle. Before you knew it, Sqt.
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Spoon was asking you why you were late. It sounded nrore
like a «cruel remark than a question. You were upset and
nervous, You felt that you bad trouble encugh without
Spoon. Furiously, you told Spoon what you thought of hinm
and in a rage cf =motiom, you left. Tac ugset to face S3t.
Spoon again, you didn*t return the rest of the day. Your
attitude was "so what if they kick me out of the Army, I
could alwvays get another job."

That evening you had a long discussion with your wife,
recounting the incident with Spoon. She said “wWhy don't you
talk to Sgt Rock, he 1is understanding, regember when he
helped you before." You talked to Sqt. fock the next
sorning. Sgt. Rock told you "I1'd like to helfg you, but if I
did it might cause even more trouble with Sqgt. Spoon because
T did not folloy the chain of command." “Anyway, Lt. Jones
vants to see you." Sqt. Rock also told ycu that Sgt. Spoon
had sent a note to the lieutenant. You were worrying about
vhat might be ia that note. You are also reluctant to talk

to the lieutenant about your personal problenms.
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1. What perscnal problems does Pvt. Kahn have which might
be interferinqg with his attitude toward the Aramy? What can
you do, or suygest, as a lieutenant to help Kahn?

2. How might Pvt. Xahn be disciplined for his
insubordination?

3. From talking tc Pvt. Kahn, could you put ycurself in his
place? What are the advantages and disadvantages of doing
this?

4., Did Sgt. Spoon react appropriately when Pvt. Kahn came
in late to the training session? Hov shculd he have

behaved?

Pyt. Kahgp

1. Did your talk with Lt. Jones reveal the personal
problems that are interfering with your job?

2. Did Lt. Jones ask relevant questions ccancerning the
tncident with Sqt. Spoon? what important q.estiens did Lt.
Jones not ask?

3. Ir you were Lt. Jones, what wvould you have done
differeantly? What would you have donhe to Bvt. Kahn?

4. As Pvet. Kahkn, hov reluctant wvere you in talking about

your personal prolblems with Lt. Jones?
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Observers

1. Hovw soon in the counseling session was Pvt. Kaha's
problem revealed? Did Lt. Jones' questions reveal Kahn's
probles, or did Kahn voluntarily state the prctlem?

2. Did Lt. Jones suggest several solutions to help with
Kahn's problem? Were these solutions realistic? Did they
interfere with Kahn's job?

3. Sugges:. ways that Lt. Jones may have disciplined Kahn
for insubordination which would complicate, rather than
solve, Kahn's problean. ®¥hat are sowme long term and short

term solutions to Rahn's problem?
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Instructions:

i TREETE o lamabeit (4 | 6 MY L T T R R

OBSERVER RECORD

observed in the actor's role.

Behavior

90
10.

1l.

12,

13,

Paid attention to other

Gave 2ye contact to other

Body orientation toward other
Occasionally nodded head
Occasicnal short verbal remarks
Interrupted tue other person

Put words in the other person's
wouth

Asked questious for information
Agked questions for clarification
Spoke audibly

Used appropriate vocabulary
for role

Spoke slowly when topic was
complex

Used appropriate tone of voice

14, Asked 1f other person understood

check the appropriate box {f rhe behavior was

Role

IL.t. Jones

iy e ———r—————l

How would you cliaracterize the coumunicatiorn: ong¢-way or two-wvay?

1f cthe latter, in which direction?! Does this seem to have any

relationship to the above checklist?
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Exercis

1

3

HUMAN RELATIONS: <(u tural Biases and Stercotypes

Introduction

The chapter you have just completed discussed <*he
probleas which might arise from conflictiug cultural biases
and stereotypes., A platoon ledder may be required to lead a
group of individuals with Very differene cultural
backgrounds. Consequently, there is always the possibility
that conflicts may arise when biases or stereotypes cause
soldiers to misinterpret the actions and behaviors of other
soldiers. It these conflicts are not promptly attendad to
by the platoon leader, they may develop into major probless
and prevent the platoon fiom functioningy as a cohesive unit.
A successtul soiution requires the intervencion of an
individual vith avareness ot the cultural tiases involved
and wvell developed human relations skills. The individual

aust be able to listen to both sides of a dispute in an

impartial mananer.

Ghjectives

In the present exetcise, you shoula begin to foreulave
Alternative plans to solve problems whick arise due to vhe
different cultural backgreundy of platoon aeembers. Afrer
reading the descrigrion ot an incident vhich cccurred in the

bypothetical Plawcen A, it wvill te your job te outline a
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plan of action that you would take if you vere in the
position of Lt. Jones, the platoon leader. In an actual
Aray setting, your success or failure to adequately resolve
the problem would have an important effect ugon the human
relations climate of your platoon and its future
perforsance. fou eay also be required to report to your
commanding officer and ¢xplain wvhy the incident has occurred
and the steps you intend to take to resolve the problem.

In this exercise, you are also required tc apalyze the
possible reasons fcr the described incident and to outline a
plan of action you will take to resolve the frobles. These
ansvers will be presented to your instructor and to your
class so that you may benefit from their ctiticisa and
cossents.

Remeaber that the prisary goal of the ezercise is not
to defend your answer as the only correct sclution to the
problea, but ratbher, to gain as such insight as possible
into different courses of action vhich say be available to a

platoon leader in this situation.
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INSTRUCTIONS 7O INSTRUCTCR

THIS EXERCISE IS DESIGNED TO BE CONPLETED BY THE
STODENTS INDIVIDUALLY AND THEN DISCUSSED BY THE CLASS AS A
WHOLE. THE CLASS DISCUSSION IS A VERY IMPORTANT ASPECT OF
THE EXERCISE. TO FACILITATE THIS DISCUSSICK AND PRUVIDE
BAXIAUNM TIME FOR CLASS INTERACTION, IT IS RECCMNMENDED THAT
THE STUDENTS COMPLETE THE FIRST PART OF THE EXERCISE BEFORE

COMING TO CLASS.

Ipstructjons to [tudents

Place yourself in the role of Lt. Jones, the platoon
leader of Platoon A. After reading all of the relevant
information, develop a plan vith the sgecific steps you
vould take to solve the prcoblesn. You will be provided vith
the opportunity to present your plam to the class and
explain why you have selected your course of action. The
class discussion questions for this «xercise may be used as
a guide fort both formulating your plan and also as a

framevork for evaluvating the plans of cther students,
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Baole Information

You are Lt., .cnes. It is fonday sorning, and you have

just returned to your office after being out cf town

nenos, aand notes.

Militaty Police Report

At 0100 hours on Sunday, July 8, 1979, vwe
teceived a call to break up a fight at the
Enlisted Persons Club. when we arrived at the
scene, five soldiers vere involved 1im a fight in
the parking lot. The men wvere ordered to stop
tightizg but they did not respond. Eight MPS were
required to gphysically separatc and restraip tte
five soldiers. A large crowd had gathered and
several by-standers began shouting otscenities
vhen the officers arrived., Lt. Troy, the 4p
officer in charge, decided it was best to resove
the sea iavolved ir the fight from the iosmediate
vicinity. All five scldiers were then taken into
custody ané traascorted L3V the tase np
headguarters.

The fight appeared bhave started over a race-
telazed arguesent. Three of the participansts; Pve.
Grecae, Pvet. Thowpsoca, and Pvt. Saith atge bdblack

vhile the tvo of the soldiers, Pve. Slusher, aud
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Pvt., Stone, are vhite. Pvts. Slusher and Stone
charged that the three black soldiers had “jusped
thes® as they vere leaving the club. According to
Slusher aad Stone, the tive had a heated exchange
in the club while drinking, Slusher aud Stone
then left the club. As Slusher and Stose
approached their car, the black soldiers allegedly
Jumped them from behipd, and the fight started.
Pvts., Greene, Thoaspson, and Ssith teported a
different version of the incident. According to
these soldiers, they had been in the clut drinking
and sianding their ovmn businress wheno Slusher and
Stone entered the clubk and began driaking at a
table next to thea. Slusher and Stoue allcgealy
becase abusive and started saking obscanc  aad
racially derogatory coasents to the black
soldiers. The black soldiers Rnev Slusher aad
Stooe and assused they vere just druok. Since the
sen were all in the saame platoon, they did not
vant to statt a fight and pve. Greene allegedly
told Slusher and Stone to “cool it* and get lost
or he vould tell the club manager that Slusher and
Stone wete druni aod tiying to start a fight.
Slusher and 3tone then left the c¢luk, A dew
sinutes laver, Greceue, Seith, and Thomison also

decided w0 leave. As :hey headed to  theit




o PR

e i respective cars, Swmith and Thoepson heard Greene
| yell as Slusher and Stone allegedly attacked him.
Smith and Thoapson ran te help their friend, and :
the fight developed.

No witnesses were available to ccanfirm or
deny either version of the story. All c¢f the men
kad been drinking and no one appeared seriously
injured in the fight. Pvt., Smith appeared very
nervous and asked permission to call their platoon
sergeant, Sgt. Rock. The request was granted, and
Sgt. Rock arrived at headquarters approximately 45
minutes later. It was now 0400, and the soldiers
appeared to be sobering ug. All five men appeared
to have respect for Sgt. Rock, and when he
requested that the nmen be released 1into this
custody, it was decided that this would be the
best alternative. Pvts. Smith, Stone, Slusher,

Greene, and Thompson were released into the

custody of Sgt. Rock at 0455 hours.

Report filed 7/8/79

Otfice Lt. Troy

In addition to the abhove police report, the following

tvo notes are on your desk.




Lt. Jones,

Five of your platoon members were involved in
a fight at the Enlisted Persons Club on Saturday
night. The HPs reported the incidunt to me this
porning. As you can see by the report on your
desk, it is unclear what happened. I want a full
report from you as to what really haprened and
why. I'1l expect to see you in my office by 1400

this afternoon with a copmplete explacaticn for the

incident and what you plan to do about it.

Capt. Wallis

Fikduie
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The incident referred to in Sgt,. Rock's note was a
particularly troublesome problem that had occurred on
Thursday, July 5. Appatently, Sgt. Spoon had Lteen tarking
orders at his squad all morning and wvhen he crdered Pvt.
Smith to go «clean out the latrines in the barracks, Seith
refused on the grounds that Spoon was prejudiced and only
qgqave such tasks to him and other black soldiers. Sgqgt. Spoon
uttered some racial slur that upset several zecabers of the
squad. The incident sight have become a brawl had not Sgt.
Rock ariived on the scene and taken 3poon aside, reprimapded
hiw, and taken charge of the squad himself., Petcie you left
Friday morning, ycu sSensed that there was a lct of temsion
in tae platoon, There had been several racial ipcidents in
the pldtoon before you took command, You hoged that the
incident beitwsen Spoon and Ssith did npot asean futuare
grobleas.

Gheiously, you vere wrouny and the problem is  now
staring you righ* in the face. You hewse unrtil 1800 to fiad
wut wvhat is reallv qoing ou aud coms up with Lome possihle

answers.



S

After reading the above irforeation, outline the s*teps
that you would take. Be prepared to justify why you wvould
take these actions. You may find the folloving guestioans
helpful in preparing your ansvers for the class discussion.

Prepare the plan gn your gwn.

Discussion Questions

1. Is it possible that cultural differences are involved in
this incideut Why?

2. What role might cultural biases and sterctypes play in
the prohlems of glatoon A?

l. Would you <concentrate ycur efforts on finding out wvho
started the fight at the c¢lub Wwhy Why not?

4, How wvould you discover what really caused the fight?

S. would you discipline the soldiers involved in this
tight? 1f so, vhat punishpeut wvould you tecormend?

6. Hov would you involve rthe caprain in ycui efforts to
Solve the probles?

7. How would you involve Sqgr. Rock in your efforts to sclve

the probles?

~1)6~




Given the inforsation provided in the exercise it
should be obvious that cultural biases and sterectypes
played an important role in the incident. The fact that
racial comments were aade in the club is an obvious clae to
this fact. Furtheraore, such stereotypes and biases are
often most problematic wh:n individuals have teen driakning
and their behavior is less restrained by concern for others
or concern for the possible consequences of actiung out their
feelings.

If faced with an incident such as the one described in
this exercise, your efforts should be focused upon finding

the cause of the probleas. Trying to establish who started

the fight is representative of paying attention to symsptoes
rather than the probles itself.

o3 § The question of disciplining the soldiers involved in

; the fight has no easy answer. If you did discipline the
\g soldiers yourself, the discipline should be applied equally

. fi to all individuals, since the establishment cf gquilt may be

,Q f? ispossible. Hovever, it may bé unviseé Or uapecessaty to
5 § discipline the trcops yourself. Since the MPs vere involved
;‘ _2 in the incident, disciplinary action is likely to e
‘#7 fﬁ% forthcoming from the cospany or battalion level. This is
.é tﬁ; one aspect ot the soluticn in wkich 1t pay ke very wise to
3 ’% involve the cospany comsarder. Pesesber that you wust

-337-
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recognize the limits of your authority, wuile at the saxe
time not acting in a aaanner which sight be perceived as
condoning such actions.

Sgt. Rock should play an important role is your plan tc
solve the problea. He i3 likely to possess a great deal of
information about the tension in the platoon and obviously
has the rtespect cf most of the soldiers involved in the
incident. Meeting with Sgt. Rock would be the first step in
effectivelv dealing with the problean.

The company or battaliou chaplain and/or race-telations
officer would be another individual to consult early in your
efforts to improve the situation, perhaps as the second step
in your plan. This individual may be able to provide you
vith valuable information and actudl assistance in talking
vith the soldiers involved 1in the fight, The third and
fourth steps in your plan sight be to obtain intotmation
concerning the disciplinaty action which say be taken
against the soldiers by higher ailivary authorites and to
interviev each soldier individually.

After obtaiuning all ot this informsaticn you wmight
arranqge a seating cf all ot the individuals wbo were in che
fighe. Since the men pust work toegerher in the platoon, it
vould be advisable to try to settle the disgute in a4 vell
conttolled set®ing so as to avoid future prchless. Sge.
Rock and petrhaps the chaglain eight also attend this seeting

to help smaintain a cale and stable atsosphere, patticularly
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if you forsee a resumption of the argument Letween the tvo
groups of soldiers. The tfocus of this peeting should be
upon the stereotyges each qroufp has of the cther and the
vays these biases ®may be causing pproblems bty distorting
perceptions and causing defensive and hostile tehavior.

.You might arrange a seminar in race relations to be
attended by the eatire platoon, if you feel that the tension
in the platoon exists because ot widespread human-relations
probleas. The soldiers should be informed cf the company
commander's concern about the groblem. It is isportant that
the Captain be kept well informed of the Ffprctleam since his
backing may be needed to transfer or release ftrom the Aray
any individual vhe refuses to coojerate with efforts to
solve the problemss in the platcon.

Finally, 1in carrying out all of these actions, your
behavior aust be absolutely impartial with respéct to
treatment of soldiers of ditferen* racas. If you advocate 4
policy of equal treatment but allov your owvwn cultural biases

to influence your behavior, then ycur efforts will likely be

futile.
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dpdecstanding the Fogmal apd Ipforpal Structuyge
2f Your EBlatoon, Compapy. and Pa%taljgn

The manner in which a task is performed may frequently
be different from the recosmended formal procedures of the
organization. In the Aray, the formal <crganizational
structure involves an officer and NCO chain of command.
Quite often tasks are coapleted with the use inforaal
organizational structures and procedures. Figure 4-1
presents a chart illustrating the tygical formal Arasy
organizational structure froa the battalion level down. The
solid 1lines indicate the formal chain of conmand which
should be used. This forsal chain of cossand and
organizatioaal structure should already be fasiliar to you

since it probably has been discussed ia other courses.

Ihcee Iypes of Informal Ofganizational Stxyuctures

It would Dbe ispossible, and probably vwisleading, to

present you vith an organizational chart illustrating the
wtypical® jnformal structure which might exist in your
cospany or platoon. This specific kanowledge can be gained
oaly after you enter your unit and establish the necessary
cosmunication channels with persoapel in the unit. At this
stage of your developsent as a leader, you should be avare
of the possible e¢ristence of such Structures. Me  will

atteapt to e:plain wby such stcuctures exist, how they say
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be identified, and finally, hov you might te able to use

thes to accoaplish platoon goals.

Ihe coBplipentacy by~ gass sStructure. Often an

inforsal organizational structure exists because the forsal
organizational structure does not function effectively.
Thus, if an officer in the formal chain of coemand does not,

or is not able, to perforu a job eftectively, *huen an

E- informal structure may develop vhich allows for the flow of

information and/or pover to typass this link in the formsal
chain of cosmmand. Who will be involved in this informal
%; structure? The informal stru.-ure will grobatly cousist of

one or wsore individuals wvho have inforsaticu and access to

T resources which will help the unit accoeplish its aission.
> The intormation and resources to which mesbers of the
informal structure bhave access anust be¢e the same 4as those

inforsation aud resources controlled by the officer

f; ;i ; occupying the formal organizational position which is by-

N

passed. Frequently, the individuals who have access to

q
Rk R
SR

g e
5 ;-
T PR v

inforoaticn and contrcl over the resources are NCUS vho are
& already part ot a tormal organizational structure. la the
l informal structure, they assuse control or authority which
is not otficially a part of their rcosition in the formal

organizational structure.

> 3B The situation described above represents one possible
reason for the existénce of an inforeal cryanizational

structure. Strucrtures which develop for this teason ate
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often beneficial to an organization and help to coaplesment
the existing formal structure. In fact, in sose cases Such
a structure say have the unofficial sanctior of th¢ meabers
of the formal chain of cossand. This may be the case vhen
officers simply dc not have the time to perfora all of their
functions due to a shortage of officcrs o©rf an uanusually
heavy work load. Under these conditions, there would be
little resistance toward the involvement of a ccspetent HCO
vho could assume soa= of the duties wvbich vould norwally be
performed by an officer.

Informal copmupjcation channels. Inforemal structures
may exist for other reasoas. Soldiers may vish to receive
inforsation faster than the tinme it takes for the
inforsation ¢to filter down through the forsal chain of
coasand. Sometiaes theje soldiers do not trust the accuracy
of the inforsation given to thea by seabers of the foraal
organizational structure, They may suspect, for example,
that the iuforamatioa that they are cgeceiving is not
cosplete. As a resule, at informal cossunication netwvork
nay develop. This structute is norsally tefecrred to as the
sgrapevine, Knowledge of, and access tg, theé inforamsation
floving through this «cHomeunication channel will be very
beneficial to the e¢fforts of a4 nev platoon leader. ¥ho is
iavolved ia the¢ “grapevine®? There ate sany possibilities
and these usually include individuals who have the

opporetunity to see ot heat the inforsaticn flowiong through
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the forsal cosaunication netvork. For exaaple, a radio or
telephone operator may have "he opportumity to overhear maay
conversatious, and thus, can obtaias large asouants of
ioforsation. NCOs vorking at the cospany and battalion
level say also be possible sources of iofctsation for the
“grapevine". There is a great deal of formal and inforsal
interaction between NCOs at all levels in the coapany or
battalion. Frequently these intormal interactions represent
the aeans by which information passes into tge "grapevine¥,

Antagopistic jniormal sttucture. A fisal ceason for an

informal structuce 1is the general discontent which aay
resiie aaony the soldiers in a wunit. This is the @post
detrisental rype of informal structure. It is also very
difficui*t for 4 ncn-member to qain inforsation about this
inforsal structure. fThese informal structures sxist because
soldiers do not teel that the toreal crgaaizattonal
structyte i3 respyonsive to their necds. Uader these
coaditions, iadividuals wmav be able to qain Fover with a
wait by proaising to isprove the situation. Ii some cases,
pover may be galued by sisply desoastrataing cjea resistaace
to seabets of the formal organizational seructuge.

Keep ia sind that, alttoujzh these inforsal stiuctuces
develop for different re¢is0as, they say oa occasion
conmplesent each ovthet. For crasple, an intoteal leader who
tvpresents the discontented seabers of the unit say “eap

L0t0 the grapevine® vo obtain knovliedge about future actioas
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vhich will affect the unict, The key individuals in the two
structures may not always be the same. For instance, it is
unlikely that a senior NCO will play a role in an iuformai
power structure that has evolved frop discontent. This type
of informal sStructute often creates nuserous frobleas for
#CUs, particulariy the platnon sergeant., The leader of this
type of infotwal structure is likely to be the type of
iadivaidual who is ofren labeled as a "rebel* ot
“troublemaker.* In some c¢ases, he Or she may be a former
NCO who was “husted®" for disciplinary reasouns. These
intormal leaders are often able to maintain their influence
over othert soldiers becausy they bhave qualities of an
effective leader such as good communication skills and well

developed technical skills.

ldentifying Informal Structures

We have now dascussed three teasons vhy an informal
5tLUCtuyle Bay develop. It you have reason te telieve thae
ae  informal stwfucture esxists, theu you should use your
cosmuaication and hunan telations skills to gasn a better
vaderstanding vf the dynamies which are tesponsidble for %ue
sitgavion. You should spend time talking with your NCOS and
soldiers. [o this wvay you will be able to leatn hoe yosu:
soldiers feel adbou! beiny iv ycut glatoou. Ycu will also be
able to  deteraine which individuals conttol coagany

resources and vdich petsuns afe the eost telialle sources of
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information. Upon establishing the trust of these

individuals you will be able to deteraine thcse persons you

need to contact ro accoaplish a task in the scst efficient

and reliable a®manner. You will also be able ¢to ideotify

informal leaders vhose actions are contiary to the sission

of the unie

The Use of Ipforpal Qryanizationa) Structures to Aghieve

Qrgapizational Gouls

How might the infarsal structure be used to help

achieve the goals of the ¢€ormal organizaticn? before

discussiag this topic, it should be wsentioned that the

forsal chain ot commaud should be fcllcved vhenever

possible, Foraal organizational structures eixist in order

to clearly delineate the respopsibilities and authority of

individuals occupying ditferent positioas in zhe

~

orqanization. when using the foreal chain of cossand

del.ncated ln this organizatinmal structure, your ordetls

sust be obeyced or subatrdinates will be subjece to foramal

disciplinary action.
The danger inhetent in using infot®al <c¢tyanizational

sStfyctures i3 thart experivhace tather than forsal rapk 1s the
s0st imsportant factor de-ermining an individual's iafluence.

Sarcs (bé nevly copeissioned licutenant pas a vety low level

ot otqgasizatiunal savugsty, he 0t she will have little

tnfluvnce within jatorsal stuctures. It yeu, a% a plartorun
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leader, attempt toc make use of infareal structures there is
no guarantee that you will have the authority to influence
other individuals, Furthermore, if you fail in your attempt
to wuse the inforwal organizatioral structure, <this w=ay
influence the respect the platoon members have for you as a
leader. Thus, if you attempt to use an informal structure,
it may have an effect upon your ability tc function within
the formal organizational structure. The primary reason for
presenting a discussion on the use of informal structures is
to give you some insight into the manner in which structures
function and the possible ways 1in whick the 1informal
structure can be used to supplement utilization of the
formal chain of cowmmand.

Copplegentary by-pass structures. To use an inforsal

structure vhich has evolved for the purpose of supplementing
the formal structure, you must obtain the help of
indivdiuals controlling the resources needed tc accomplish
your mission. Critical Incident Il provides an illustration

of when such action might ke taken.
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Critical Ipcideat II

Lt. Claytor was pacing back and forth in

r

front of his platoon. They had been waiting for

-

45 minutes for Pvt. Brown *o return from the msotor
pool with a4 truck needed to tramsport the platoon
into the field for a training exercise. The first
time Lt. Claytor lLad scheduled the training
execcize he had to cancel his plans because umotor
poel had no trucks available for his wuse. This

tire he had talked to Lt. Barkeryr, the coapany

mUtor poo

poor
H

~h

1~h

icer, and reguesrted that Barker

[

authorize hip to obtain a truck that @gorning.
Barker said that he would take care of the matter.
Claytor «could not (fiqgure out wvhat was delayiung
Brown, At that momen* Brown returned in the same
jeep in which he had left with no truck.

"sorry to take =0 long Lieutenant, bhut motor
pool says that they were never authorized to give
us 4 truck and thar Lt. HRarker was qone for the
rest of tht day," Brown recported as he climbed out
of tha jeep.

Lt. Claytor was obviously mad, hut he knew
that without Barker available to authcrize the
truck he could aever conduct his field training

exercise. He might as well turu the ticcps over

frin e el



JACEa P

to Sgt. Marshal, his platoon sergeant, who
hopefully could find something for *the scldiers to
do. Wwhen Claytor startad explaining the situation
to Sgt. Marshal , ttarshal interrupted his aand
said, "Look Lieutenant, the men are really up for
this training exercise. They 4are tired of doing
busy work aud if we cancel this exercise today ve
are really gcing to have some morale cgrobleas.
Besides, they desperately need the training for
the up-coming Battalion FTX."

“l konow that, Serqeant, but motor focl would
not give Brown a truck and Lt. Barker is not
available. I quess 1 could try to contact Capt.
Mackie, tbtut hy the time he authorized use of the
truck it would be too late to go cu the exercise,"
said Claytor.

“sSir, 1f you don't obiject, I know Sge,
Kramper (First Sgt. Krammer is the company level
supply NCO) gpretty well, and I think I can get us
a truck in atour five wmiuutes." As Magshal was
tinishing this senteace he was alteady headed to
the telephone. Tvo telephone calls later 3Sgt.
Harshal vas headed out of the building where he
had wused the phone. Just asg he 1eached Lt.
Ciaytor 'o regert the resul®ts of his efforets, a

truck snd driver arrived from motor pool.
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As the sen vete qetting in the truck, Sqgt.
Marshal turpned to Lt. Claytor and said, "You sece
Lieutenant, if you vill just let me, 1 can make
this whole operation run a lot saoocther. After

all, I haven't spent the last 14 years in the Aray

doing nothing.®




{1
!
)
3

Informal Coamuynication Chapnels

Just as intormation flows both up and down the
bierarchy of a formal structure, it likewvise does so in the
informal structure. The information flowing up the
comaunication channels comes from soldiers at the platoon
level. Thus, if you can gain access to the “gragevine", you
should be able to qain scme insight into hcv your troops
feel about your leadership capabilities and their general
reactions to the wvork environment. This 1information will
allov you to diagnose the causes of disatisfaction which may
develop in the platoon. Once you identify the causes of
discontent, you may take proampt action tefore a aajor
problea develops and disrupts the performance of your umit.
However, caution should be taken in reacting to this
information. Be avare that C(he irforaartion floviay through
the “grapevine™ say possibly lack credibility.

False 1aforaation may travel down as well as up the
informal cosmunication network. The inforaation flowing
dovn to the soldiers may iuclude false rupors whick soald
create tension ip the unit and disrupt perfcrsance. If you
bave definite verification that such inforsaticn is false,
you wsay be able couuteract the effects of the rusor by
giving your troops cotrect informatiou via the foresal chain

of coesand.

Antagopistic intormal structuges. If ycu discover an
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informal structure which bhas developed due tc discontent
among your soldiers, this does not necessarily preclude the
possibility that such a structure may alsc be used to
further accomplish forsal organizational goals. The major
issue is wvhether the infotmal \eader is deterasined to act
against you or is merely reacting because the individual has
Ro constructive wvay to express his or her disatisfaction.
This situation wmay arise when a subordinate vith good
technical and leadershigp skills perceives gprctleas ia the
pPlatoon but feels unable to influence the forpal leadership
of the unit, By including the informal leader as one of
those subordinates vhoa you seek 1informat:ics from betore
saking decisioss, you will probably gain the respect of the
informal leader. Under these conditions, the inforsal
leader vill be oriented toward accosplisbrent of the saae
goals that you are.

If the informal leader is aotivated sieply for persoanal
pover and is not cooperative, then the new lieuvtenant is
faced with a situation which could jepordize the efficiency
of the platooun. These conditious could, in fact, resul® in
a4 struggle for power between the liecutenant and the informal
leader. The uext clapter addresses the issue of power and
influence and what amight be done to deal vith this

particular coaflict.
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Exercise 6

THE PORMAL AKD INFOHBOAL ORGANIZATIONAL STRUCTURE

Intgoduction

Informal orgamizational structutes say develoy in any
active organization and typically serve two functions. They
provide a pathway cr channel for the flow of information and
they define relationships betveen member of the organization
vhich exist outside of the formal organizational structure.

The forual and inftormal relationships Dbetveen the
pembers of military units typically lead to the developmeat
of informal gqroup structures wvithin the units. One task
vhich a platoon leader must accoaplish is to ideatify these
informal structures that exist and those company and platoon
sesbers who are involved in these inforeal structures.
Normally this inforaation could be obtaianu=d through
conversations with seamabers of the coapany ard also fros
observations of the platoon and company. As previously
discussed, the isportaunce of this ianforsation is that it
vill provide the platoon leader wvith a better understaonding
of the maaner in which his or her platoon functions within
the cospaay. Identificacion of *he infcramal structures may
also allov the lieutenant to anticipate possible conflicts
which may Jevelop Dbetween the forsal aund informal
organizational structures. If use of forwal ciganizatioanal

pcocedures fails, the knowledge of iuforsal cryanizational
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structures wmay provide the platoon leadet with alternate

seans of accomplishing the platoon qoals.

objectives

The primary objective of this exercise is to provide
you with an cpportunity to attempt to identify possible
informal structures which may exist in an Armey Battalion.
If you were in an actual Army setting, you would be required
to gather the iuformation needed to identify these inforeal
structures by interacting with and observing aesbers of the
unit. In this exercise, *he information needed to ideatify
the relationships existing Letween wmesbers of possible
informal structures is contained in the vritten descriptioans
ot several seabers of the battalion, a formal crgamizational
chart of the Battalion, and a4 description of a Battalion
operation. A onevw  lieutepnant must use all available
information to decide vhat intoreal structures wmight exist
and to jdeatify the members of these structutes, In a
sisilar sanner, you ziuy fiud that the inforeatiou you have
gained about Cospany XY2 (103 previous exefcises say aid you
in your task of identifying the informal structures in the
Batealion. Rewmesber that the tnsights that you gain in this
cxercise eavy Le critical nov oanly to your perforsaance in the
pexr cxercise byt also your e€ffectiveness as a  leader in

your £irst platooa.
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INSTRUCTIONS TQ INSTBUCTOS

IN THIS EXERCISE, STHUDENTS SHCULL FIRST VORK
INDIVIDOALLY TO LDENTIFY THE RELATIONSHIPS PBETREEN MEMBERS
OF THE INPOBRMAL STRUCTURES IN THE HYPOTHETICAL BATTALION.
EACH STUDENT SHOULD ALSO IDENTIFY POSSIBLE CCNFILCTS WHiCH
MIGCHT OCCUR BETWEEN THE FORMAL AND INFOSMAL CHANNELS OF
INFLUENCE IN THE UATTALION, IFP CLASS TIME IS LIMITED, THE
STUDENTS MAY COMPLETE THeSE TASKS PFICR TO THE CLASS PCRICD
IN WHICK THE EXERCISFE WILL BFE DISCUSSED. CLASS DISCUSSION
IS ESSENTIAL TQ THIS EXERCISZ. DURING THIS DISCUSSIOUN,
STUDENTS SHOLLD PHESENT THEI& IDEAS CONCERNING WHICH
BATTALION MEMBEBRS INFLUENCE OTHER UNIT MNEMBERS THROUGU
INPORMAL CHARNELS AND POYVENTIAL CONFLICTS WHICH AIGHT OCCUR.
STUDENTS SHOULD BE ENCOURAGEL ¢ COMMENT UPCN AND IN SONE
CASES CHALLAYMGE THE IDEAS OF THEIR CLASSMATES.

Instruction

in

£0 studeqts

If this exercise you will be preseanrtel with three types
of inforeation, You w#ill be ygiven a torsal crganizational
chare of a Battalion., You will 4also be given description of
several eembers of the baralliou. Contained withia €ach
description is inforeation abou® the teghaviocr and teliefs of
the¢ person beiny described and a descrigtien of the
felationships that individual bas with other sisbers of the
battalion, The rinal soutee ol i1htofea®ion will be a brief

descriptioa of the manuer in which Coepary X¥2Z and Plavtoon A
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prepared for a cecent FPield Training Exercise.

You will have tvo tasks to comsplete in *the exercise.
The Eirse task is to identifty possitle inforeal
organizational strucrtures wvhich may exist in the Battalion.
You should prepare a brief paraqraphk or outline descriting
the informal structures that you think say exist. AS pare
of this task you should also illustrate the relatioaships

between nmeabers ot the informal structure gn the formal

arganizatjonal charct provided in the exercise. To do this,

you should place dotted lines on the chart <cocanecting the
nases of those iodividuals whose inforsal relatioanships
sight serve as a ®seans to accoaplish organizational goals.
These functional telatiouships may enable unit aeambers to
by-pass or supplement the foreal organizational structure.

The second %ask 1s to identify possible contlicts which
may occut due ro the e¢xisrence ot both formal and informal
channels of intluence in "he same unit. fou should prepare
a list of these ccenflicts vith a brief exglanartion of why
you belic¢ve vach conflict may cccur.

Your rastiuc®cr may ask you to cosplete the above tasks
betfore twthe <class petiod i1n which the exercise will |Dbe
discussed. Duraing the claxs Jdiscussion, yeu will present
your ansvers aad the class wvill coescat upou aand evaluate
¢ach studeat's etfores. [f you feel that you have yaianel a
pagticualer issigbht into the identification of inforsal

structuytes, the funcrtioning ¢f these stiuctutes, ot theit




relationship wvitn forsmal orqaunizatinnal stiuctures, you

should share this vith the class.

1o
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FORMAL GRCANTZATIONAL CHART

Qu.ruj.mm>__ — o e Col, Smith
Burtalion
g &
First Sgt. Cape. VWallis
Rramner =TT T T T\ Go. AY?

l.t., Barker
1t. C

Sgt. Jeckson
(; 7 )

Sgt. Johnson
£ 6

Lt. Claytor
Plt, A

Sgt. Macshal
e

Sgt, Click SgL. Spoon
£ 6 r. 6
r—-_u_._T

P B
NCO Munch NCO Miller (;CO Pack NCO Barr
) £ 5 S ES
NCO Beastow NCO hose NCO Duvalve NCO Veits
S £ES E S5 zs
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Persons and Positions in the Dattalion

§alopel smith
Col. Seith servad J rours 1a Vietrae and is very wvell
respected by his troops and ia the Brigade. He has an open

door policy and telieves that problems cam ounly ke solved by

confromting thea “head-on." UWhen Col. Saith was a capialan
in Vietnan, 53t. BRock served wunder aise. After several

rransfers, both 4re again serving in the sdeoe unit. Col.
smith hac a bhigh respect for Sqgt. Rock's techaical
expertise, shen Col. Smith first became battalion
commander, Capts. Wallis aud Mackie bad just bLeen promorted
and vere in *heil firzs* company coemander positions. Saith
Saw much potcntial in these men, but felt rthat dackie was 4
better overall leader beciuse of what he called “deing able
to put yourself ta rhe scldier's shoes." Les, Riss aad
Claytor had qood coswpunicartiovus with Col. Samith. Col. Smith
thought thae L*. Jones seemed tu have porerrial, but he was
inexperficaced, Un several oceasiens Col. Saith, cape.,
Mackie, and lts. Biss, Claytor, ard Jopnes ralked at the
Officers Club about thelr expericnces with scev Of the Bofe
“unique® soldiers. These talks gyszally ended up with the
senlof officers exchanging war 5 0fies. (0l. %sith disliked
Jud Le. Barkel because he felw what packer was anot doiag Ais
falt =zhate of the work, delevgating all ¢t it ro  Sgt.

Jacksoa. Col. szith d11 aut kRoow many calisted persoanci
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except for some o¢f the platoon sergeants. He let the

lieutenants handl> the platoon matters.

Captain ¥allis

Capt. Wallis has a reputation for demanding much from
his subordinates. He may ©bLbe called a punitive leader
because he does not praise for a job well done as much as he
reprimands for a job poorly done. For instance, in the last
Field Traininy Fxercise, Lt. Riss put 1in extra effort,
working 1long hours to prepare his rplatcen for field
traiuing. According to Col. Smith and <cther Brigade
insrectors, Lt. Riss's platoon was outstanding and deserving
of nraise, Barkert's platocon made a poor chouwing hecause
one cf his squads got lest in some thickly wooded areas.
Capt. Hallis never tola hkiss that he had done a good job and
Wallis reprimanded Barker for bLeing a tbtad leader. Both
lieutenants were upset with Wallis' "insensitivity®" to their
situation.

Capt. Wallis has good two-way communications with the
other company commanders in the hattalion. Hcwever, with
his subordinates, Capt. Wallis strictly adhears to the chiin
of command, The only exception to this is Capt. ¥allis's
interaction with Sgt. Rock. He rcalizes that Sqgt. Rock has
a different philoscphy of leadership but that Sqgt. Rock is

alwvays ready to help First Sqt. frammer if the need should

arise. This indivectly helps Capt. WKaliis.
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Lieutenant Jones

Lt. Jones can coumunicate openly with Col. Smith, Capt.
Wallis, and Lts. Riss and Barker. Jones thinks highly of
Lt. PRiss, esi:cially sipce Sgt. PRock told him that Riss is
the best lieutenant in the Company. Lt. Jones is modeling
Riss's leadership style and Lt. Riss 1is willing to help
Jones learn the duties of a lieutenint. Lt. Jones is proud
to work with Sgt. Rock, although he 1is ccncerned wvhether
Sgt. Rock will allow him to "“take charge® <cf the soldiers
once he has "learned the ropes." Both Capt. ¥allis and Lt.
Riss warned Jones of Sgt. Rock's paternal attitude toward
his men.

Lt. Jones is familiar with his squad leaders Johnsoan,
e and &
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Johnson has the best potential for a leadership role.
Johnson's men, Munch and Bestow are well trained and capable
of doing any assignment that they are given. Lt. Jones
makes it a special point to occasionally stop by and wvatch
these men in action. Lt. Jones considers Sgts. <Click and
Spoon as average performers who have yet to develop the full
capabilities of their soldiers. There is a sgecial problen
in Spoon's squad. 1t seems that much conflict exists
between Spoon and private Kahn. After a counseling session
vith private Kahn, Lt. Jones was pleasantly surprised by the

amount of technical kanowledge possesed by Kahn. Hlowever,

Jones was vorried that Sqt. Spoont's bebhavior would
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discourage Kahn from seeking further training and promotion
to an NCO. Lt. Jones occasionally stops by to see Kahn and
his fellow soldiers to check up on how they are perforaing.
Sgt. Rock feels this is unnecessary, but Lt. Jones wants to

avoid any further conflict in this squad.

Sergeant Rock

Sgt. Rock has known Col. Smith for a number of years
and had served wunder him when Col. Samith was a captain in
Vietnam. #hen Colonel Smith has a special jot to be done hne
usuvally assigns it to Sgt. Rock. Sgt. Rock fprides himself
on being able to tackle any job that might arise. Both he
and Sqt. Jackspn have the same attitude about their roles as
platoon sergeants: "As 1 see it, ocur jobs are to lead,
supervise, and train the platocon. The lieutenant does not
have the time to keep the soldiers working on their jobs

every day. If T have to put twelve hours a day into my

platoon, 1 will. The soldiers are my responsibtility and I
better vell have the authority to fulfill Ry
responsibility." For these reasons, both Sgt. Rock and Sqt.
Jackson end up doing most of the work in the platoon. They
never complain because they feel this is thelr job and they
take pride in a "job well doane".

Sgt. Rock feels that Lt. Jones will be a good leader.
He realizes that Jones allows him wmore fireedoe than have

other lieutenants. Nevertheless, Lt. Jones keeps telling
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him that "after you teach me the ropes here, I am going to
take charge of those ropes and tighten up the slack". Sqt.
Rock knows that Jones is trying hard to be a3 good leader,
and respects him for that. But, if Jones were to becore
unreasonable, Bock could pass a few comments to his friend,
Sgt. Major Duke. These comments would eventually return to
the lieutenant and "straighten him out", Since their first
meeting, Lt. Jones and Sqgt. Rock have come tc agree on "how
best to get a job done" (see exercise 2). Sgt. Rock
concedes that in the majority of cases, if one rlans wisely,
then "the job can be done by the book."™ On the other hand,
Lt. Jones realizes that poor planning frequently results in

having to do a jot any way possible; even if the amethod does

not agree with

h standatd opetating procedures. Lt. Jones and

.
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Sgt. Rock pow have regqular planning seetings at least once a

Sgt. Rock also communicates well with Lt. Riss because
the two have worked together in the past, But Rock knows
that Jones seeks advice from Riss and he knows that Biss
does not care for his informal way of getting the job done.
Rock is good friends with Sqt. Jackson and they often help
each other. Lt. Barker, Sqgt. Jackson's platocn leader, does
not get along well vith Sgt. Rock. The problem is that
Barker feels that Rock sometimes takes advantage cf Sqt,

Jackson. In turn, Sqgt. Rock does not respect Lt. Barker

because be feels that Barker trys to take advantage of Rock
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